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-~ INTRODUCTION ‘ r .

v . ’ .
. . )

. . L
In recent vears there ﬁﬁs been increasing awareness of the .

potential congribution of tHe behavidral scienéeg to organizational
T ) .

. ' S X . .
effectiveness and management process. The tremenfous body of knowledge
) ' ' . N .

concerning people as well as the causes and effects of fheir behavior

»

has refulted in increased priofity for the compilation and transference

)

of "existing knowledge and research in form appropriate. to fhose who can

- .
.

most effectively use it! The Iﬁgroving Teaching Competencies Prégfam
» i
. > - . . . . .
(ITCP) of the Northwest Regional Educationdl Labbratory (NWRE%) has ~
“r J . . -
drawn practical knowledge, techniques, behavipral skills and theories

. } ¢
. i Nt .
frqm literature and research to develop the ,series of experientiatd
-~ . ¢
: ‘. _ : "
training systems which ntake up tHe Providing Organizational Development
. . A

Skills tPODS) Programg

. *
PODS consists of seven different workshop experiences:
' . *
Research Utilizing Problem Solving (RUPS).
. e . .
) Social Conflict and Negotiative Problem Solving (NPS)
. .

Interpersonal Commundcations (IPC) ~
Interpersonal Influence (INF) . .

-

] .
Pgépariﬁg Educational Training-Consultanty: Ski%i§ > <.
Training (PETC-I) . .

Preparing Educational Training Consultants: Consulting
(PETC-TI) y ' - ‘

Preparing Educational Training Consultants: Organizational
Development (PETC-¥LI) oo

y ¢ ~

Each instructional system is concerned with a particular process
U d

area, such as "action research'" as a planning and:improvement process,
.

A el I3 - ’ : :
or processes ,of basic interpersonal communications.
’ “

¢ .

>
. % -
/ See Appendix "A" for a full explanation of these systems.

-

- : - du
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‘ . These seven workshgp experiences have been organized under three

1
» .

. , categories. [igure 1, Category I, focuses on problem sol(igéi II

focuses on interpersonal and group processes and .III focuses on

! .
N

v

developing .consultation skills.
. <

N

ve 4

I

Objective Analysis
and Planned
Change

I : 11l

‘Interpersonal ' | - Preparing
Relations * Educational

b Training
Consultants

+ .
[ 4

\
g

Interpersonal | Skills Training
Communications N

T T

)

*

Interpersonal ﬁ Consulration “

€

i

Research U lizing

Problem SoMing . Influence ¢

and Negotiative Development
Problem Solving -

.

' !

| |

) i

| |

]

{* ~ ! Lo )
. . ’ Social Conflicc ’ , Organizational

‘ .

: |

| !

! |

~ . : Figure I T

Categories of Instructiotal Systems -
« in the Improving Teaching Competencies Program
N ] * ‘
t . . hd . v ~
2 . N

- \

. Completioﬁ of these seven workshops provide (#ndividuals and

\
@

- 14 :
organizations with the opportunity to acquére highly sophisticated
’ ' .. Yo

R organization development skills. - ’ o o

1

. The basic goal of the PODS program is to provide 'educators with

D .

\ .
’ the knowhedge, skills arfd sensitivities required to organize and

‘ .

manage educational systems in more relevant, humane, effective and

efficient ways. However, PODS is not an all-iﬁgluéive programh and
: \ ) Lo v
does, not eliminate the necessity o&éther tEainW'to accomplish y

-

s L) o~ . e
these goals. Rather, the PODS experfience provides participants with

4

' . ) N . .
skills that enable them to dssess their own abilities and then select

~
. +

X Q? additional kinds of training to satisfy their personal and professiomal
LN v . . ) ‘ '

’ R 3
. . s t 1

oy .
Not completed--due by December 1976 ‘ e K

Y
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L ~ ) L .
destres and needs. nPOUS'reguires approximately 650 hours of tratning

ovet a@two{}%o three*year perlod During the training, particpants
' ﬁﬂ. - * ‘- oo

¥ > ¢ -
continue 1n their Bull- tlmi/gobs.

+

v ]
3o ’ N N . *

The eight instructional svstems provide behavioral training as.
. ,

. . 8 .
well as cognitive-learning. -All %nclude practice, either in-simulation

or in actual application on the job: All are‘compétency based, include
[ . *

»

' - I3 I3 : . hd N .
ing cognitive and behavioral assessment as part of the training. In
v - . ' M . < -t

-

comparison to ,traditiomal workshop training, these systems are in-
- 13

v . .
. . .

expénsive and sS diffﬁsable. Expertise, is includedﬂin the Eraining
: d g A ) : , :

o . 1
materials: Training in most of thé systems can be\replicagd\ by a,
. - v ! Fy

'
»

’ - . ." R R
trainee wha has successfully completed ‘the training.
¢ ~ :
L3 - N »

While a few are ;niended for self-directed ltearning, mbst systems

v -
.

.are designed for use.in a workshgp setting. Some 3{9 best. conducted

for 30 or 40 hours in 5 tonsecutive days. Othe;{_éan be spread ou§\~

. A=
’

o .

over sg§§ral two-day“sess}ons, each a few weeks apart.” Training

P
sessions 'are spread out over a périod of several months, since the

.. . . . hS
learning is applied in the trainees' actual work settings. »

i ) . .
“ .The training is most effective when taken sequentially. For
" ' . ) . « b
T . -¥ .
example, Frepuz ,na Educational Training ”cdcultaﬂ*srg\o-ﬂanzzat Lonal
Se . L.

Cevelogment (PITC-III) is the third in the PETC series. The developers

. . 4 . S T
feel that for trainees to participate successfully in-PETC-fIg; they.

- "
N ]

) * -~ I3 ' I3 "
need the knowledge, skills and sensitivities offered in the other
~ v < * [ ] N v .

v Y b .
Elgnt systems: Sroup Probler Solving (GPS), Intervers ona7 Commnica-.

N
. .

sions PIPC), Reseafeh Utilizing Problem Sol uzna (RUPS), Interpersonal

fr Tuovice (IJF on and legotiative Probler Solvirg
tants (PFTC-I):
g

ol ‘PClﬂiﬂd uOn uv,an
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- ! L, - '. , .. . . .
. ”3 e ) ~‘7L . ‘ . .
, ,  This-part of the mohograph'co’héerﬂs the theory underlying PODS, and
, . -the actfxal use- of tHe package Chaptef l pr.ov1des readers,m.th a brief
: - review of ongamzati'onal developmfnt theory am{ the ratlonale for PODS
2 ' ) L } <
- tram;,ng Chapters 2, '3 and 4 pres’ent case studies that describe h0w .
: [ - - \ L J .
.PODS was or is being install%d in three sites. These chap\ters also |
»v -. . ,., ' . , , L . . - . . . ) . ’~44~«‘ . f i
. touch on some oi the problems encount?red and the perceived gffects af
‘ < A N * v . . . Y "‘s\
the training. Chapter 5 gives a summary and somi€ con¢lusions drawn. =
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‘ CHAPTER 1 ‘ \
.. . 4 ., RATIONALE FOR PROVIDING, ORGANIZATIONAL
L ">+ DEVELOPMENT SKILLS TRAINING,

~ . . bl
~ h . i ‘
*' . - » / . |
o . . . 4 .

R . . ./
. . /

. N 3 , ' . .
# - It is apparent that condition% in our society are changing - , . v

rapidl?;/ The people who run gducational organizat}ods must also N

‘ »
0 . 4

change q}%h the times 1if schodls ére.to,be a viahle compon;nt of ,our

. evolving wa?lof life. 'Ag‘Schmuck and ankei (October 1971) peint
oht,'no school'distriet can feméin fl;xible and adapted to its

i . current community by preserving one« particular structure and process,

As the communﬂt; ghanges,-the functions of the school must change.

Thus, they elaborate on the desirability of schools institutionalizing

Mthé caﬁabi%ity for adaptive change thtough providing training in_

.

- T
o organizational:development (OD). They suggegt the way to make OD
. ~
‘continuously available to a school district 1s through establishing

o - . ' N N » - “
an agency for organizational training inside the district.

-~

" a

It was with this and research froh other behgvioral ‘scientists ¢
. . . ’ o

in miﬁ& that PODS was developeg. The PODS pfograd promotes the - ’

development ‘0f a healthy, self-renewing educat;onal organization. ’

.

It ‘calls for the training of a team of school staff <capable of
. . » ' R -

.

' \
serving as internal OD coﬁsultants. Itgultimate purpose is to

- I

build into an organization the capacity to degl*with problems internal - Y

4

and external to.it.

PODS does not provide specific content for tnnovation efforts. - .

It' dges offer. a differential diagnostic and intervi}Fion methd&blogy A

-

for dealing with the procésses of change. The program makes availabfle

to an educational organization a, core group of trainers, consultants

kS

and speciaiists committed to helping groups within the organization

A
-~ - B LS

. 5
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ob;éin key spcial science resourtes and unéerstandings. The skills

4

they gain enable them to analvze their own circumstances, determine

. their own goals and select the changes they want-to implement. (See
[ 4

Appendix A for descriptions of individual instructional systems that

comprise PODS.)

- A

We recognize that to advocate change is to make & value

statement; in so doing, the questieas of change to what and change

s ' ' ! )
/"‘g from what must be considered. 1In this chaptér, we address the

change from what question by o?fering a summary~of needs, an

e$planation of whf schools have not-changed and an anlysis of ‘the

impact of schools upon both students and teachers. Then, Ffollowing ' .
. & > .

a summdry of basic OD theory, we approach'the/;uestion‘of change

» =allsv

. » 3 . ,
tp what by presenting a means by which change'camgccur, through tﬁé\\~\\/
» : .

L .

. ’ . . . ‘ N
utilization of OD techniques that lead to the creation of a cadre

of OD consultants“‘

CHANGING “CONDITIONS AND NEED! : C

’

, .
It seems, unnecessary to make an @xtensive case for the need to

-

imﬁrpvé and facilitate planned change effprts in American elementary
NP

and_  secondary schools. The literature of criticism i8 vast and

v

varied; its contents run the range of concepts, from strengtheing the

existing system (Conant, 1959) to entirely "deschooling' society

[

(Illich, 1970; Reimer, 1971). Intersperse& between thése two
b positiong, but not necessarily in any linear order, is a rather
formidable and diversified arrary of strategies, from the popuiar

’ writinés represented by,Kozol (1967, 1972), Goodman (1960) and




Holt, (1964, 1969) to the perhaps‘less widelv known efforts of
A ;

Y

. ) P
Callahan (19§37), Strom (1975) and Gattegno (1971).
. { ’

The Qesponsés to the need for school change have been as varied as
the criticism§*themselvgs. They are epitomized hy the press for account-

ability, the tinkéring with new organiztional pattefns such as

-adminiStrative“decentralization, the mQvement toward alternative and

\
-

optiomal public sc¢hodls, and the stress upon curricylum reform. -

Society in the past needed individugls who could fits its .

- ¢

relatively fixed roles and organizations. However, the need now is

N *

for individuals who can move in and out of roles, create new ones,

-

operate organizations with flexible and changing objectives, and
< . .

.

utilize new kinds of resources. Society needs people who can retrievd

and use changing knqwfedge to;deal with eVOlViné issues and problems.

4 = ® R 4
In short, it needs people who can move in and out of relationships
Wi;hout losing.the human meanings of relating. ‘\
-. »e
. In the educational arena, .experimentation and research are

producing new kinds of curriculum and instructional approaches. It .
’ . " .

’

is becoming inéreasingly feasible to utilize multiple teaching resources

that guarantee learner outcomes, Teachers need opportunities to learn .

«

both classroom problem solving procedures which utilizeobjective
knowledge, and systematic.analysis procedures to plan‘and'achgeye

improvement goals with predictable success., All educatots should™De

provided with trainipg’ in aﬁplying'the scientific method to .managing

change efforts. At the same time, the abilities to negotiate for the ‘

desired.educational improvement criteria and to use creative broblem a

solying behaviors are needed: , - :

-
]
4
S
N~
\
AN
~4




.

Finally, there is a need for selected educators to master processes

; which facilitate teaching by improving jhe organizational functioning, s ‘
s, ., ‘'of schools. 1In a world of continuously increasing rates of change, . ‘
| ot the formal educational system must accept responsibililty for preparing # {

Ca

« citizens who can cope with, contribute to, and determine the feasibility |
‘of various change processes..
The past- tyo decades have witnessed millions of dollags speng,.

. N «
~ cvuntless hours devoted, words upon wyords written and read, and untold
- ’ . ’ - )

“ " ‘ I3 ¥
human energiges expended on change and education. Yet the vast majority
.
- of American elementary and secondary schools remain relativély unaffected

and' {mpervious to change (Newell, 1973). It is on this that attention

/now focuses.

& :

Schools' Imperviousness to Change

-

- : .
Compelling reasons for the lack of change cam bhe drawn- from three : ;

« .
R - e Tos N0 .
categories: a) an analysis of the'major asse§§geﬁts used to determine
school effectiveness, b) consideration of an” unexamined pragmatic
v S , Tow
approach to change, and c¢) the failure to consider structural problems

N o

. -

- as’ the major sourge of resistance. .
. -~ A growing bogy of research findings strongly suggests that the
e - ¢
. most significAnt factors associated with achievement learning are not

4ssociated with schooling. A glimpse of the pgssibility that pedagogy
- . has little o do with student outcomes was provided by Gage's (1963)

. . -
~ encyclopedic research findings on teacher effectiveness.
Operating from a much broader base, Coleman's now classic study> .

-~ .
Equality Educational Qpportunity (1966), reported that very little of

. »
- . 4 Y

wpat a school has or dées is attributable to student achievement. In

fact, learning appears to be a factor of such student charactérist%%s

8 .
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as socioeconomic class and home environment. Averich's (1972) compre-

hensive analysis of educatieonal research summarizes the. cutrent .sitgation"

situation: .Research has not identifjed a variant of the existing system

L] .
' “

that is consistently related to student educational eutcomes. )

-
¢

Turning to the second source of imperviousness to change, several . (

‘
. .

writers concentrate on the unexamined pragmatic nature of schools' -

approaches to change. Stewart (1975), for example, uses the term
‘o - .
"practicalisn' to describe an "overwhelming" emphasis apon "efficiency,
. '_// - .. . ' . -
product,'peDfogmance,,achievement, immediate results, concrete thinking,
orderliness, +and control.”" Rist (1972) notes that unexamined. pragmatism

3

finds cause in a aisplaces problem identification, wherein the” school
sees- its.difficulties as outside itself. He labels this an "external
spcial forces" model. Since the difficulties are-viewed as extermal, .
' — . (17 ' "
the school must do what it“can to adjust in 'the face of adversity,
. . ’ : &~ ’

but can have littfe effect on such forcesw s

Thus, the school's response tends toward more unexamined pragma- \__,

. ) ; . N\ )
tism, more blackboards, more sbcial workers, smaller classrooms and ‘

more testing. Channeling change efforts to such a narrow "efficiency }

,practicalism" produces a mechanistic, superficial task-oriented’ educa-

¢ J -
tional system; examination of more crucial and profound issues,s lost.

In Silberman's (197Q) terms, a mrndlessnes;>:;‘produced. The result

is a failure to think seriously about the purposes or consequences of

edﬁ&ation. .

The third eategory, structural problems within the schools, is .
cited by other researchers asr;he cause for the lack of change. Katz !
. '

(1971) pinpoints the pureaucratic structure of the schools: which, in

’

spite of ,vast rhetotic, has remained bascially unaltered for the past

-




s . Lo . ’

~

.v_\lh, = ‘v & . : .
- k.f:k ) ’ h ”’/ o .,

centyry. Suchfbbféaucra,y reflectsg and reinforces biases based on

k < . >
. soc;al and economic class. Thus, those who contrd?\the system have
4" ” ' -
liftle to gain by altering it. - ! .
’ Afgyris (1962, page 43) provides a graphic model of bureaucratic ot

N ,
£ ) ! - : ! ..: - ~
prganizations such as schools, and their effects on people. He shows

AN e * b . p .-

the purported value system, i.e., bureaucratic values, which dominates
-

. h . . i ) s

\ most modern complex organizations: . - .

RN >

. ) ...Buréadcratic values tend to stress the rational, ) Ve
© exclusively task-oriented aspects of ‘work and to

ignore the basic human factors which relate to the .

J L task and which, if ignored, tend to.reduce organi-- . ‘\
zational effeotiygness. . .
]

’ * -

. . . Lo N
- These values are basically impersonal and task OrlQQIhHS and deny

humanistic and democratic values. Tﬁey lead tg shallow and mistrustful

N e

\ relationships that are nonautheqtic and basically ineomplete, in that
X% ‘ they do not pefhit thé natural and free expression of féziings.S .
N i C;rlson (19%5) finds another major structural barrier to chaqge, ‘ fﬂ
~ in the "domestication' gf ;ublig schools. Domestication means that” the '
A \
. s¢hool, as a service agency, mugt accept air clients, and clients mdst

accept the school's services. Thus, the schoolg are not compelled tod

attend to all the ordindry and usual needs of an organization. For
. ;o

example, there is no need to compete for clients and, therefore, .
x S

existence Of the institution is guaranteed. Whii? there 1is some

compeéition for> funds, funds are not closely tied to perfermance.

- Miles (]965) takes the structural approach a step<%urther, and .
X . _ k v “ ¢
s offers-a theoretifal notion of "organizational health" which he applies’

to educational organizations. He delineates several structural proper-
- L] . .

N |
ties which he believes contribute to t@e general "ill health" of

edicational” systems. These include geal ambiguity, communication.
lO - , / ) v ’r ‘ -
‘ 14
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- ' «substantive change does not mean that schools do not have effectrs upon

- . v v ’ .
. ’ ) . ! . - :

%

1nadedquaty, power inequigy;-low interdependency, vulnerability, role

’
.

- P S . ) ;- o
periormance invisibility, and adaptation and problem solving inadequacy.
. o
These three areas, then, provide 'a working analysis to explain the
” - ' . ‘ L
persistence offeducational status quo. However, the general lack-of

B

i

their participants, that change cannot happen, or that positive means Ny

ofxeffecting changé are not ava}lable. Schoo¥s do have an impact on

-

1
people, change is possible and effective processes do’exist. J r
. .
) ) ' oA , 1
[ A . ’ - : .
Impact of School Upom Its Participants . . . ’

v

While the studies previously cited indicated little sghool impact,

upon student achievemefit,: it would he erroneods to conclude that

students are unaffected by the school. What might be occurring, as
” - [y v -

-
N .

) %tephens (1967) suggests,.is.tbat‘the.schggls have a remarkably uniform

effect upon‘ftudents' learming. The Coleman Report'measured only
learning that took place in purely traditional settings. Since.most
educational setttings are traditional, ¢he chances of finding significant
school dlffe:ence; were minimal. |

-

- . '
The ﬁangers in not going beyond the student characteristic Social

‘

- [N

Ecenomic Status (SES).thesis are at least twofold. First, an academic

Y

bias is created. The standard measures used to ascertain academic

outcomes have been primarily achievement tests in reading, writ'ing, -
2 . : . v

math and problem #olving. While these academic content areas are R
>

manifestly necessary, they are hardly sufficient to define an "educated

_eperson.” Averich (1972],jndicates the data compiled by researches are}u ,

«

at best, crude measures ogﬂwhat rea}ly happerts in' schools; research

- . . ] L4 A - “
errorts- that focus on.noncognitive and social putcomes are sparse and

¢ L

<Ay )




J largely inconclusive, Therefore, emphgﬁis upon standard achievement .
R

. tests leads to a myopic view of.the purpose of schools.

Moreover, if the schools wish to cliam as their responsibility the

human development of students, thén far more than basic skills gufst be,
L . .

i T ) .

- considered. Basic skills competency 1s not the same as cognitive

4 »

development, any more, than cognitive development 1is human development.

This is not to inf'er that if ﬁ:rge sca'le studies such as the Coleman .

Report were conducted to ascertain the effects of schools upon’ human b
* F, - * - 4
’ development, major difference would be found. What this does S%7€85t
) . - - ’

~

is tne need for a reconceptualization of the scbool's responsingity !
9 ) } - - s
for humdn development.
'

The second danger iq narrowly consfruing'tpe findings that academic.
+achievement 1is relatively unaffected by school Yariables lies in contribu- -~ .
. ting to the growth of a dysﬁunctional educational myth. Bradforé and
) ‘.Haéyey‘(1972) de}ine an organizational mygh a;\"an illfouﬁded and

untested belief wh@éh powerfully affects the way in which organization
. 4

-qeﬁbefs behave @nd respond." -In schools, the myth is twofold: (a) the ,
. . - "
students are the source of difficulty; and (b) real change is not
possible. } ) ' )
{ . i " e
. The process of myth makiag is apt to occur in the following manner.
v % '

' .

t The relatively rigid bureaucratic nétgre and existing organizgtional

, patterns 'of educational systems prevent the full development of educators-
t

in terms of needs gratification, goal achievement and realization of

‘potentialfT The Siocking of development produces psychologicalf‘tress,

which very often is directed.in‘the form of aggression or hoétility-
. »
toward a near or vulnerable target. In schools, the nearest targéts,

the most vulnerable individuals, are the students; they begome the

! ~

Q - - - :31 ] . .-

[
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>

objects of displacement of agression and hostility. In describing the
. ' ) ‘ -
process, Holt (1964, page 154) borrows from"Edmopd_Taylor's Richer‘bz

I

.

Asia, the term ''sahib sickness," which, when ascribed to education is:
N ' 7 .
---a conviction that the peoplexyou once set out
to help cannot be helpef, atre in fact not worth
helping and that many frustrations and resentments
teachers feel in their work and their lives should
. evehtually turn into active contempt and hatted of
. the childrem they are supposedly trying to teach. 5

| .
when a narrow and superficial analysis of classic research findings js
3
*

W

dded to the situation, it can only serve to, reinforce the displacement
)

process. This-gives rise to the first aspect of the my;h.
. ! : ®

The second part of the myth grows from the circular process implied

in the first, and mahifests itself in perceived impotency. The bureau-

B z
!

' Cracy mitigates against the potential of -téachers as people. This

produces. frustration which is directed against vulnerable students.

, .

If students do not change when the schodl is shown 'by research" to
have little effect anyway, the result is an “increased sense of impoetency.

This produces tension, which is reflected in such statements as, "I

¢

don't feel very influential around hére." The dissatisfaction is then

strongly displaced upon the students. ,
. £
It should be stated quite emphatically that many 'sipcere, devoted,

and humanistic teacherg who do attempt ’ge, are frustrated by the
lack of effect, yet do not blame students. Their recourse has been to

leave the system, or to carve out enclaves of at least minimal autonomy

in alternative schools, a counseljng office or a "mew and exciting

-

curriculum." Yet, their very actiqns indicate that they too, are

i

affected by the myth, not in térms of displacement of aggression but

in terms of remedy. The recent kvave of reform, no natter how humanly

-

. - uzg;f . . 13
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» oriented, tends to conceptualize:-the problem as somehow changing the

”, 1

student by better counseling or humanistic classrooms.

~

The point is not a'lask‘of interest in student change, for that
is the purpose of education. ‘The issue is that by focusing upon the
student as the barrier to change, a proglem identification set is

) cre;ted which‘pre;en:’lgxaminétioh of real causes. Therefore. the

_power ‘of the myth, beyond its debilitating psychological impact upon

. . »
students, 1s pervasive. It hides the real culprit-=the buregucratic

rigidity and closed nature of most schools fn terms of organizational

-~

’ ' - '™
ipatterns, structures and norms. .

T »
’ \
What all qf this suggests is that in order to bring about meaning-

ful charnge in -the direction. of human development, there'must be
substantial alterdtion in current public educational organizations.

The schools can make a difference, but only undqr certain conditions.

One of these conditions is to reconceptualize the fundamental purpose

* A

of formal education; it is to suggest strongly that the aim of education

?

must first be considered prior to offering more pracise targets and

means of clange. Or, to say it a bit differently, the end-in-view of .

, . ’ v .
Dewey (Archambault, 1964) must be known in order for there to be some

-

sense of the means to employ.

But JJEn under the best of school conditioms, an appropriate and

-
far-reathing strategy for implementing changes -is frequently missing.

As stated eaglier, the creation of PODS has been an attempt to provide
educators with the creative, comprehensive skills needed to make

innovations whrk. * Since PODS is a collecgion of training systehs

based cn organizational devé&lopment concepts, it might be helpful to

review some OD basics. The following sectlon is a summary of the most
’ - ) >
4 - \
.

refevant OD Eoncepts.

4
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ORGANTZATIONAL DEVELOPMENT ) o :

-
-

‘This section is divided into three paris. The first defines the.
concept of ofganizational development (OD). The second offers a model
-of tﬁe‘prbcess of brganizational devélopmept, and applies the mode{Jto
a theory of organizationgl tultural change. The focus of the third

"section is on change efforts that have shown the use of*OD technology

¢ -
,in public schools. L . - —7 ‘ .
. . N - .
. ‘\' .
The Concept of Organizational.Development

1

«

N

Organizational dévelbpment 1s defined as a'"plannedvénd sustained
effort to apply beha;iorél science for gystéms' improvement using
reflexive, self-anaiytic methods" (Miles and Schmuck, 1971, pages il—36).
Miles (1963) employs thé’term "organizattom-health," mééning that' an |
organization which functions effectively“énd continually develops into

a more fully fun&;ionipg system. Beckhard:?l96§) Aefines it as a planned
process of cultural change utilizing behavioral science knowledge as.;
base for intervention aimed at increééingithe;organttition's health and
effecti;enes§;~ The focus is,uponrboth thé organization and indiViQual.

Spec;fiqally, it relates to the individual's growth within an organi-

zation, how he/she relates to his/her own work group and how the group

< - - . -, >
interfaces with other groups in the organization. 2f“,

-

Underlying an OD effort are fundamental value premises or assump-
tions. Drawing upon "the works &f Douglas/;ccregor, the team of
Tannenbaum and David (1972, pages 11-24) list 13 assumptions concerning
human behavior which are in{egral to any-0D effort. T%e assuihptions

{ .
are nh@ased to reflect movemént from older to new, emergent concéptions.

-

) 15
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The movement is away from: .

’ F
1. A view of people as essentially bad, toward a \ ‘
view of them as basically good *
N . ‘
2. Avoidance or negative evaluation of* individuals, L _
toward confirming them as human beings o |

. ) them as human beings )

- 4. Resisting and fearing individual differén;es,

3. A view of individuals as fixed, t'oward confirming J 4
toward .accepting and utilizing them !
L 4

" . .. 5. TUtilizing individuals primarily with refereﬁce ' . |
. to their job descriptions, toward viewing them ~ ~—
as whole persons . .
6. Cutting off the expression of feelings, toward
‘ making possible both appropriate expression and
effective use ’ '
7. Marksmanship and.game-playing, toward authentic .
b hehavior .
8. Use of status for maintaining power and personal
< prestige, toward use of status for organization-
d4lly relevant purposes

9.. Distrusting people, toward trusting them

10. Avoiding facing others with relevant data, toward .
making appropriate confrontations N
11. Avoidance of risk-taking, toward willingness to

. risk

12, A view of process work as being'unproductivew

13. A primarily emphasis on competition, toward a much
gredter emphasis on collaboration 4
N . .
These values are not mnecessarfly scientifica}ly derived or new. In t l

addition, they are not meant to be considered as absolutes. Rather, |

' they are-directions toward which some organizations and their members
L4 _ . '

¢ v

are moving. . N - .

: \ .
. A growing body of literature reports behavioral s¢ience findings.
B z <

-

. - . .
which offer experimental support for such value assumpt%ons.s»lt is

e \;‘4
P

16

Aruitoxt provided by Eic:




v ‘;‘4

.4
O

ERIC

Aruitoxt provided by Eic:

. .. e . . .
from these that «Croft ~A(1964, pageua3§ delinehtes certain objectives
) / ) , P)

of an OD program: - ' : - -

e ., . .
1. To credcte an open, problesg solving'climate

” .
) o

2. To supplement role status authofltv with knowledge-
competence authority ,

3." To build trust among*individuals, and groups
To maximize collaborative effort : N

5. To increase a sense of owpership of objectives
6. To increase self-control and direction for people
. : i ‘ ) -
Thus, the value premises inherent in this definition of organiza-
. P .
tional development seem congruent, albeit &mﬁliciﬁ)*uizh—fhe”ﬁétibn of

- . e IR

. reconceptualizing school goals in terms of human development and social

rgommitﬁéﬁtl Needed now is an understanding of the pYrocess by which the

value-definition concept can pe implemented, and the relationship of !

-

that process to cultural change.

‘ oA

Organizational Development Process/Cultural Change

\ M . -
ey .

Buchanan (1967, page 3) offers four dimensions or comhonents that

exist within any OD effort. These are,'pracess overlays" frames of

: i A~
reference against which specific strategies are to be viewed:
1. Owmership. A process by which members of the organi-
zation determine what is best for themselves. :This -
requires that the manner in which an organization
"'should" function is also determined by the members .
of the organization. Members must have both the .
opportunity and freedom required to devise mutually :
satisfactory processes. '

2. Development. An emphasis upon "self;reﬁewal:" such
that the organization continuously adapts to a -
S changing environment as well as internal forces.
The crganization develops processes, norms, proce-
dures and members skills required for centinuous'
adaptation and optimal fulfillment of its goals.

&

s

-
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‘3. Organization Emphasis. A focus upon the entire
unit rather .than individuals within the organi-
zation. Individual 'training" does occur, but
only in the context of the organization.

) e

4., Ass®stanée. Usually required from consultants
or facilitators. The consultants are ",..special

'" and .temporary membegrs of the problem<901ving .
-group who use_ their exgertness only secondarily ;

ds-the basis of their.influence.
AN

& > o~

@he'@élues, objectives and diStiqﬁrishing characteristics of the OD

L4 +

) '
process then provides a ground for the basic strategy by which an-OD
effort OCCurs\T?* , .

A basic, OD strategy is a four -part model data collectien and

-

sharing, diagnosié, intervention and evaluation. These parts are

.

summarized below. . . . b 2 .

- .

. 1. Data Collection. -This is the co6llection of
information about the organization's function- -
ing, and Begins the self-assessment process.

It provides a basis for better understanding ¢

(fﬁ*ﬂ‘ . by the orgapization of its own processes. It .

is also an intervention into the system, for as
data begins to -be collected, that act itﬂelf
is apt have change conhsequences.

Data collected can include information about
* the culture of the organization, the norms and -

,values of work groups, roles, the feelings and .

attitudes of people about the«organlzation,
“ . decision making conflicts, and the effects of
*such facétors as power, leadeyship, influence )
~snd status. Tollection techniques can include
questignnaires, idterviews and\'observation. ’ '
%ﬁ;; collected and put into understanddble
s, the information is shared with members
L of the organization These data are ‘the basis
» . for the next step. ’ '

-

; L. y
2, Diagnosis. This involves dgtermining the way
’ t ings are operating, in égggmic terms, . Feeding

»
¥

back information to appropoate members of the -

organlzation is a way to facilitate diagnosis..
Diagnosis enables members to make explicit ,~.
unstated ‘gevents and feelings. It helps the. i
organization look at its own hehavior-and , "_ :
begin to decide on apPropriate ourses of action.

0 . S
K . i . -
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Crucial to the diagnosis is the involvement in
the process of the organization's members. _When®
information is mlade public, its interpretation
is owned” by those from jhom it was gathered.

' They are the ones who wrestle .with the impli-
cations for the organization's health and they
are the ones who become increasingly responsible
for.defining problems and setting priorities.
With-this joint action planning, the diagnosis
has provided a basis for designing educational

!periences or interventions which deal with
the identified problems.

Interventioqs The purpose of an intervention
is to resolve probleps and increase the organi-
zations effectiveness. Once an dntervention
has been made, there remains the final step

of eviluation.

Evaluation. This is discussed by, Buchanan .
(1967, page 2) as the process by which the
organization’.continuously looks at the gesults
Qf the intervention or interventions. It is
not a "final" step, but rather a means of
reassessing programs and modifying the diagnosis,
. objectives, 'plans and actions taken, in light‘
of evaluation findings .

-

The four—part strategy with its attending processes of ownership,

deve'lopment , organization emphasis and assistance, is then applied to

bring about cultural cnange. - -

In order to understand hew cultural change occurs, it is useful

1]

to conceive of an educational organizatiop as having threa distinct
. + 4 ,
yet interrelated'components. One, .the managerial, includes such

. . )
D . i < -
ﬁumtzﬁches as management’ by objectives, formal organizational patterns,

role definitions and formal authdrity structures .The second, or N

N »

technological, consists of such aSpects as‘eaching methods and curricula

as well as phySical plant and facilities: The cultural, or third

component,. refers to the organization®s:habitual ways, of proceeding--
-t * L]

PRI

decision making and communication proces?es, means of resolving cgnflict,
’

authority relationships, and its basic value assumptions about how
‘ \ . . . -

. 7
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resources, management and technology are applied to the achievement of

its goals.

'
z '

When the three codenents are afforded equal emphasis and thrust

&

, the organizat*ion can be/;aig to be in equilibrium, and the chances for

N q

developing openness, optimum self-renewal and health are high. Histori-

cally, innovations (or interveations) have been concentrated in
ras

technology (new teaching methods, new curricula) or, more recently, in
- . .

\
managerment (accountability, decentralization, community fnvolvement),
5 ’ >
at the expense of the ctlture:s Thus, to redress the imbalance requires

emphasis upon the oulture.

&

Tllustrative Organizational Qébelqpment Efforts

- OD has been used extensively in such settings as-private business,

> ‘ R
- the military and other governmental agencies. Its use in schools is a
. ' . . . ' 0 .
‘relatively new development, and the literature on such use remains

limited. However, there are_ sufficient data to suggest that it can

be effective. ‘In this portion of the discussion, four studies are

cited to report on the use of OD as a school treatments?

~

. * In the first study;,Schuck (1964, pages 31-39) compared three - -
groups of teachers. The 20 members of Group A participated in seven

.

, - activities: (a) sensitivity training and related human relations lab- o

. -~

. 'oratory experiences; (b) didactie discussiens on basic résegrch about

classroom group processes;.kc) problem solwing techniques for improving
. - ' .

‘group processes; (d) aﬁalysis of diagnostic data from the ‘teacher's own
. M ? - ¥ ' . . N '

¢las3rooms; (e) discussions about useful classroom practices; (f) réle.

¢ play tryouts of new cla'ssroom practices; and (g) fodlowup discussions

~ . ! N se
dyring t%e schgol'yeag, Group B's 20 partic¢ipants engaged in all but

- S 24
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the sen?ﬁtivity~training and role play activities. .Group C consisted -

of 10 members who received neo speéial treatment, and served as the

control group.

-

Overall results indicated-that members of Gfbué A and their
students dade more positive changes in group procéss skills than 'did

those of Groups B and C; Group B was more improved than Group C.
' [

Spec1f1c differences dlsplayed by Group A included greager espirit d@

ccrrs and innovation. increased openness-of classroom communication

among studengs and between students and teacher, greater student ,

participgtion in classroom decisions (rules and regulations), and

. ’ - ‘. o . . —
increases in student sense of perceived influence and perceived frYend-

"ship status. T . _ ‘ .
y - .
The second design conducted by Schmuck, Runkel®and Langmeyer

‘(1971 page 54), concentrated on attempting to influence scheol organi-
fational processes in general. The design was a six-day laboratory

1

héld,prid 80 the opening{of‘school; and several followub training

sessions during ;he.%chbol year. The 54 partigipants included

’

“Jclassified staff. 1Interventions consisted of: (a) small group
1 .

. Lo . . . .
exercises; (b) communications clarity exercises, involving listening,

o

talking, nonverbal eommunicatioﬁ, giving and rec¥iving feedback about’
behavior, and learning a problem solving sequence; and (c) working on’

real issues that were thwarting the functioning of the schools.

v

" Results (pages]gﬁ-57) of this OD effort showed:
- . A - N — . N
1. Teachers applying techniques learned ‘in the
lab to their own classroom, even though sach -
practice was not part of the original p oject
/7 design . /7

2. A reduction of distrust and increased collabor-
" . ation among the faculty

“’ a ' 5, '.)u‘ . . AV
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3. Movement of a previously existing.Principal's
-Advisory Committee from a merely advisory groyg
A . .
to a representative decision-making senate

4. A redoction in teacher-initiated resignations

- w

Improved interpersonal relationships between
. . the principal and staff . g 5
- 6. Establishment of a new Vice-President for
CuPriculum, whose role was to become a
consultant on interpersonal relationships
to task groups within the schools

~

In the third study, Schmuck's finding that an. oD effort-has "'spill ,
- " . over' effect in the classroom was examifed” further by Bigelow (197§,

~

pages 71-85). As part of .a major project,-OD trainers intfoduced the
. . ' P
42 faculty members at a junior high school to verbal communication

skills and group problem solving sequences over a period of one month.

’

B

The training was rélated to tasks of conéern to the participants. At
- \ -

no time dfd the trainers mention the pbssible.appliéifiod’of Ehe,train-h

. . -

ing to the'classroom, although the teachers themselves did occasionally

.

discuss the potential for elassroom use.

Flanders Interaction AﬁaI&sis'(to determine changes in classroom

interactive patterns and teachers' verbal Eghaﬁior) and Schmuck's

Classroom Life Survey (to determine changes in student attitudes toward
the class in general, the’teacher and other students in the class)
were given in a-classic pre-post treatment design. Bigelow (1971,"\

page 83) reports the evidence from beth instruments indicatseé—a

No-
.

positive impact in' the classroom. OD trained teachers did move to moreﬂ\

Integrative contacts with their students; teachers' behavior had a

.
’

meritorious effect upon cldssroom climate; and students' peer group m&

e~

relations improved.

e
7 .
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i + The fourth and final stady was conducted\EZ,Fosmire, Keutzer,

*

. and Diller (1971). They attempted to assess, the effects of organi-
Y -—

. zatlonal tralnlng upon the establishment of a new hlgh sch?dsz} terms ~

v — - —

of event behav1or, social climate and system effectiv The inter-
. ' vention consisted of a two-yeek summer ladoratory.s*The first week -
r
- 1‘ ”

r
\ émphasized skill building in.communicationms,, int@;personal openness and
. ...,f

t¥Pst, team belldlng, gﬂoﬁp problem solving,"feed%ack giving and -

“rece1v1ng, and general group process Organ&zaﬁional development was .

'//;he Locus of the seconJ‘Week durlng which pargggﬂpants became a "work

T . group whose task was to deal with actual probleﬂs encountered in the

‘o - -

wor@,settlng. During the school vear, the trainers engaged in followup

‘s

/Q?ctivities. P ’ ' . L

Two meesdrements vwere used: (a) the Situation Prediction Question-

r

--naire, which appraises the factors of candor, receptivity, initiation/*

risk, conflict acceptance, and security amoné staff; and (b)'the -«

. - 'Environmental Descriptjon Questionnaire which -assesses the expectations - ,

“

and’ preferences of students regarding various aspects of school life.

. The authors compared the respbnses<of OD trained teachers and

their students with responses f;om a control scnoolf /Results from the

- S%:oation Predicqpon Queséionnaire—indicated that bD teachers signifi-
cantly changed with {espéct‘to'candor, conflict, acgeptance and j’\\'
security. ‘They approached significant results with‘receptivity, but

¥

demonstrated no'digjerenCes in initiation/risk. Their students'

. . responses orf the Environmental Description Questionnaire indicated

L the creation of a climate of openmess and responsibility from which

the student9) responded in both classroom and unsupervised areas.

-

Fosmire and his associates cobncluded that an organizational development .

'

.
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intervention in a new senior high does have a positive effect "dpon both

faculty aid studénts; -’

~
-

‘The gains dgcumehted in these four studies were primarily in the
- 3
cultural domain. Moreover, their achievement involved the use of ,
é -

outside, trained and experienced consultants as the catalysts. Yet in

a period of shfinking budgets and school populations, the continual

utilization of external consultants cannot be™j stified. What seems
]
viable, given the reseatch conclusions and OD forts cited, is the

H
development of a cadre of internfl specialists charged with the -

v

responsibility of planned change directed tpward reconceptualized goals

of education. It is to the training and the means of cadre development

thaé/this discussion now turns:

TRAINING OF TEAMS FOR EFFECTIVE CHANGE EFFORTS
Innovations will aild learners only to tﬁe extent that inmovations

are adébteq and implemented with quality at the local-level. Structural
) . . ;
and normative changes 1in an organization are usually needed to ensure

4

quality implementation and maintenance of innovations. Without this

Y

support, innovations are usually rejected or isolated within limited
parts of the organization. ®DS was designed to provide the means for
building and maintaining such support. :

A strategy and process for building internal change and support

capabii}‘ies is proposed by Arends and Phelps (1972), who suggest that

-
-
*

having a cadre of OD specialists "provide ® special kind of help for

+

1]

educators, parents_ and students®in school districts.'

performs a variety of services for the school district.

Such a cadre

This helps

facilitates organizational processes, and aids educators. in increasing

.
.

'

ro
e~

-
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* * -

their competencies to carry out their programs together. Formation of
- * .

a team of online OD specialists is the major tHrust- of the PODS program. -

The argument for providing online managers with OD skills grew
. . »>

‘out of the five essential conditions necessary for OD to be successful 3
‘ Ve
in any organization. As stated by Foltz, Hdrvey, and McLaughlin (1974,
4

‘page 183), those conditions are that the change strategy:
' 1. Must respond directly to important organizational
problems .

. 0 .

2. Must be governed by a comprehensive theory which. . I
has utility foi/sblvihg those problems . .

-~ L]
3. Involve the duthentic use of power by all managers

in the organization

%. Must be an extens:’tg of the clief executive offisr

I M /

J. Must be supported by a staff of OD specialists
competent to provide "congultation' assistance as -
needed _ ; -

»

Certain assumptions are made in the POUS. training regarding the
effective development and implementatfon QD a successful OD effort.

- These are: -

‘ -
l. Line managers are basically responsible for OD, and

for implementing the effort wWithin -the limits of

their functiondl responsibilities. .OD spegialists I
are not primarily responsible JSor the direE?iQn or |
implementation- of OD activities. . 4 /

Z. Every line manager is accountablesfor OD as a major
element of his/her job. That accountability starts
with the chief executive officer and continues through-
out the organization.

. . —

3. The higher a manager is in the organizational hierarchy,
the greater the emphasis bn his/her OD accountabilities
relative to other accountabilities. -

The effectiveness with which a manager discharges his/

her OD accountabilities is a major factor both in the

evhluation of his/her performance agd in the determ-

ination of his/her companions. ] -

-

.

i~

",
",
.,
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¥ 5. A major part of a line manager's job is to teach his/ g .
her subordinates to manage. A major part of manage- ‘
ment is OD. It is imperative that line managers teach -
. their subordinates the content of the OD effort, its
>\\\\ underlying assumptions, and the processes required to
- implement it. N
: 4
6. " Goal-setting provides the meanssfor givink systematic,, .
organization-wide direction to the OD process. o
7. OD theory is not static; it must be revised to meet
changing conditions and to respond to. feedback concern-
ing results.

8. The job of the cadre of 6D Speéialists ié to assist
line managers in implementing their .0D accountabilities.

rIf the 0D effort is not directly relevant..to solving problems

v

" which”are important to line managers, then the *successsof the OD
effort will probably be negligible. Since kiné\ménagérs are the ones

‘making 'the dav-to-day decisions as changes are being implemented am

new norms developed, they must understand the theorv behind the
4 - - .-

strategyv being }ﬁplementgd. Classroom teachers can also bemefit from ] -

- ) - P "] . .
<:T¢ participd#ting, in some of the PODS components. Thase clésgroom teachers .
desiring to complete all seven workshops constituting PODS will no
/ *
- doubt want to ekamine the payoffs of such an effort if the intent is

to remain a classroom teacher. - ‘
- -

The desigpers and developers of PODé believe 1if a seh§olf$ystem
has.enough people with OD competencies, the groyth and- development of : 1
that ;rganization into one‘that is éelf—renewing and healthy can be ‘
‘facilitateq. fhe’ex;ent‘to which PODS graduates acauire the competen-

1 cies expected of an OD specialist or a sophisticated online manager

‘ . * L4
depends on a number~of variables. These include opportunities to use

the skills in their regular jobs or to conduct workshops shortly after
- ”~

receiving the training, consulting opportunities, the legitimizing of
-~ . - *

new,roles, support from administration and past experiences.
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As the case studies in the fa

llowing three chapters show, PO

proving to be an effective process in pfoviding.the skills to online

/
managers and others who aspire to become intethal or external consul-

¥
tants to a school district. We feel with Bennis (1969, page 82) that

"organization development is one of the few educational programs we
know of that has the potential to create institutions vital enéugh tg

cope with the unparalleled change ahead in education."

1

-
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) Planning and Dewelopment at Pacific Harbor High School attended a

CHAPTEé 2: IMPLEMENTATION OF PODS AT
PACIFICA UNIFIED SCHOOL DISTRICT ) -

4

Pacifica Unified School District serves a West Coast suburban

. 12 ' '
community located about 50 miles south of a major metropolitig/area.

Most of its f6,000 students are from white, relatively wealthy families. " ’

Pacifica’Unified School District 'includes four high schools, a continua-
tion school and sevgrgl intermégiate ;nd elementary schools.' The district
is highly decentralized;’major issues such as budget, staffing, cyrritula,
and- staff development arbraining are handled primarily at the school

site level. Thus,/{ocal managers have a great deal of ‘autonomy and

-~

+

discretiqn in the management of their own schools. It is within ghis
context of administrative decentralization that the implementation of -

Preparing Organizational Development Specialists_(PODS) began and continues. ”_;/

—

»

INITIAL CONTACT

M
1

During the summer of 1973, an Assistant Principal for Curriculum

field .test session of Preparing Educational Training Consultants-I :

§ Iraining. _Believing that the PODS system would be very appropriate

6

for the district, this administrator arranged a series of meetings
between a representative of the Northwest Regional Educational Laboratory

and Pacifica Unified School District's Associate Superintendent for

Research and Development. The meefings continued over a period of eight

rs

months; at one point, the Northwest Regional Educational Laboratory's

representative met with the entire district management team.
The meetings weie useful, in the sense that they created an
awareness of the content and availability of the PODS materials. They

were not.particularly productive, however, due ‘to the nature of the
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organization within the district. Since the norm of Pacifica Unified B,

School District is decentralization (i.e., autonomous schools), no one

.

‘ &
at the district level was willing to assume direct responsibility for

implementation. The one meeting with the mqnagement~team, which.included
- . ‘ ’ ) ¢
district personnel and all school.site managers, was not sufficient for

the creation of a new norm'of staff development in the PODS mode.
The decentralized structure-of Pacifica Unified. School District

and the management team's lack of understanding or interest in PODS,

suggested a theoretical question aroufd implementation. Given the

-

elements of organizational structuré noted in Chapter 1, Pacifica Unified

i

School District fmight actually be divided into two districts: the

-,

central district and the onsite district. Data collected during the initial

phases of 0D work in ‘the district supported this theoryn‘,Accordiné to

the data, the"central district, while demonstrating some opendbs*fand

creativity, probably remains mostly autonomous and’ existential. While' - .
some independence iq»ewideﬂtyat the onsite level, individual sghoéls‘ : .
tend toward dependence and a closed environment.

By definition, an atte@pt tox{mplement’PODS at the central distrfct
| o ’.
level would- have little chance of success. With a presentation of BODS
- g o
at a combined central-onsite district meeting, the "onsiters" would wait

v

for the ''central diétricters” to make a decision; the existential

"central districters" would wait ;or site managers to "do their thing;" ' ,

and consequently nothing would happen. ‘ .
While the above 1is only assumption, it is flevertheless true that

aner'the fgll of 1974, it was clear that 0 had little chance of being -

successfully implemented either at the district level or from district

initiative. However, PODS ﬁgs still alive for &h Assistdnt Principal |
\ -

.
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who attended the Frzrarti: Ziueationzl Training Consulranvs~I : Skills
-

TrifaZuz workshopt  He began to implement PODS at Pacific Harbor

.
-

High School during the 1974-75 school year.
( -

It would be less than honest to stiggest that the Pacific Harbor

High School 1mplementat10n~grew from a long term, precisely de51gned
plan. Rather,: the current use of PODS is the result of various 'orgag-’

izational development efforts that occurred over a perlod of approx1mately

six years. The follow1ng section of this casé study is an attempt to

'

/ .
place the PODS program in perspective with some of these previous (0)) K

activities. . -

ORG&NIZATIONAL DEVELOPMENT EFFORTS:
PACIFIC HARBOR HIGH SGCHOOL -

’

The QD attempts at Pacifis Harbor High School, while thoroughly -

F ’ -
discussed and designed prior to implementation, were not part of a

. coheréﬁf, school-wide planned change effdrt. Rather, they were specific,

usually isovlated, attempts that used the theory and technology f

-

organizational deveélopment-to deal with problems rising fxom :B} cogplex

- 4 [
functioning of a large’suburban school. - ;

.

In petrospect, thegthrusts were largely reactive pieces located

somewhat geographically adjacent within the larger, uncompleted Pacific

r

Harbor High School organjzational development mosaic. Yet these some-
Whaﬁ piecemeal beginpingg were probably necessary sﬁarting points, and
it was from them that a more school-wide, systematic planned change

effort could begin. The new procedures hopefully will become proactive

and result in the ongoiné development of the potentiélly creative, open

and interdependent Pacific Harbor High School organizatiogr-

- .

, : o 31 .
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; Based upon the' model explained ,in Chapter 1, pages |18 and 19, the

i’ > efforts of the'school have\been concentrated largely in technologicil“

and managerial functions. The technology‘is high thrust. The school
has piloted three national curriculum projects, and has several actlve,

s e

local curriculum development programs.. It boasts exemplary athletic ‘e
! !
[

programs, a funded ESEA Title III Work Experience Project, and strong’

- . ‘ . . o
- . . .
support services in terms of ‘personnel and equipment. Management
) |

¢ Strength is exemplifﬁed by a decentralized structure in which department

cha?rs and coadmini4trators‘have a great deal of autonomy and indepegdence.
| - . T
In addition, there is a broadly based Principal's Advisory Council.
'] !
! T
Teachers are allowdd a high degree of academi¢ and methodological ?

~

freedom, and there‘is an ongoing needs assessment and goals search

. . C - #
NG R - ‘ . @
procedure.
Initial Strategv and Diagnosis - % ‘ . . )
. ‘
An early dlagnosls, supported at least partlally by subsequent
hard data, 1ndic4ted that Pac1f3c Harbor High School s technological g
- .v'r' .,’ - - - s - . $

and management strengths had not been matched in the cultural dimension.
» » \ :
Organizatiional development, therefore, was v1éwed as a means througﬂ‘

| . ot -

* which a decent%afized management approach and innovative educational

!
i

La S

programs couldfbé balanced. Such balance yas to'he achieved by !
simultaneouéli changing improving the organfzatiopal culture in
. o

which manageﬂént and technology function.

The 1ui dal dD strategy, as implemented by the assistant, principal,

( i
i

. : L e ’
involved..t rsprlmary procedures: . * '
: 0! S \
. / .
h

1.

)

e creation of an internal consultant administrative
gole at the assistant principal level. This is a staff
N ﬁosition, evolving from an emphasis on curricultm assistance

[(technologgcal) to an emphasis én cultural assistance to \//:A
/cllents wgthin the/school gommunity. The cultural assistance

; includes diagnosis, self-assessmemt planning, process

/ evaluations,* tkam development and conflict resolution

0 ” - -

320, 0 . .- o
Q I ¢4y
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. The posltion, titled Ass1stant Pr1nc1pal Curricd!um and
Oﬂtgnlzatlonel DeVelopment, is unique, in that the internal}
consultant has a great deal of professional‘latitude and
autonomy, and is ‘not enmeshed in the traditional tasks of
assistant principals. The’ internal consultant is employed
four-fifths time by the scho&f'and one-fifth by the ~
state un1versity This arf%ngement establishes a vital

and continuing linkage with an-institution of hlgher ‘learning.

’a The utilization of an external, unlver51tyrbased consultant.

“WlPThis provides: (a) a detachment which the internal consultant

© ¢ may find difficult to achieve; (b)®a linkage with the internal
coneultant for'expertise, mutual consultation, feedback and

. theory testing; and (c) direct service to certain -clients in
the school with whom the internal consultant might wo:k less
effectively. . N oo
‘. The internal®nd external'consultants influenced a variety of

.

areas. ‘While each often wOrked seoarately,'their efforts weré/;utually

v
¢ -

reinforced by constant dialogue with each other and with the principal

4

Thus, diagnosis and intervention selection have been collaborative, ]

-,
L ]

from the'administrative view, even when fmﬁlementation ogcurred -

? - - -

& . -
independently. Descriptions of some of their efforif ate summarized

~ . g
below. . : . . - .

.1973, tHe library and audiovisda#'functions were merged
i

into a single Multi-Media Center ™ s raised -immediate
. questions regarding .role definition, membership, communications,
0 goal).dﬁbjectlve setting, and decisioM-making. Through &
seri€s of"weekly meetings with the internal consultant, these
issues were made explicit.. Resolution was .reached through the
use of structured and nonstructured ifterventions that promoted
learning 1nﬁ§uch areas-as collaborative dec®sion® making, inter-
- personal‘communication, goal, setting and program implementation.
As a result, the Multi-Media Center staff decided fo conduct
* . weekly meetings in problem identification and problem solving
sessions.” These meetings have continued for three years. -

-

z

For 18 monthsg the external consultant was involved with,Pacific
Harbor High, School_counsglers in a sustained effort td:

< (a) increase mutuaI understanding' and trust amohg members of

the department; (b) facilitate planning through the creation

0of & mission statement; and (c) .use the mission statement as a
vehicle for promoting increased. -commumjcation with the entire
“staff. Thi's third. objective seemed crucial; it had been
established previousdly through questionnaites, anecdotal,
evidence ,and-interviews,. thgt gthe relatiéﬁShip of the c0unseling
department to the entire scfoel was of major concern, particularly

in.the area of attendance procedures. . = «
/4 it * ‘.
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The external consultant amnd counseling staff met for three
day-long "away from school" int&rpersonal relations sessions;
the principal was present for one of these. Counselors

also met ih s#alil.role definition groups and, ultimately, -

. s held ‘three, interface meetlngs with the department chairman.

An ad hoc attefdance committee was formed as a result of

these efforts. Decisions were made, based primarily on s
the initial mission statement, to hire a full-time attendance -
officer and.remove all attendance matters from the counselor's
i routine duties. ; . ~

3. During 1373 and 1974, the internal ‘consultant working in
. ) conjunction witt’the principal and his advisory council-
designed a series of -activities by whit¢h school goals
could. be identified. Their gpals, delineated in Appendix -~
B, provide for. the first time in the .schéol's history, a ’
precise and written statement of the teasons’for 'the school's
existence. e
v - . |
4. Several procedures’ were employed in the area of goal
identification to assess more fully the culture of the
. school as perceived by staff, students and parents.

- H
.

a. A major needs assessment in 1973. garnered‘responses
- to-an open-ended’ Questiopaﬁira‘from students, graduates,
parents, and certificated and classifjed staff.
. y s, -
b. The Organizational Climate Description Questionnaire
was administered™to all staff in 1973-24. The .
Organizational Climate Description Questionnaire ‘,
. ) . measures the extent to which each) of eight organizational
L. ' climate_d}mensions exist_within tﬁggscho’l Four ‘
K; R ’ dimensions describe member's behavidor (disengagem@nt“ l
. ) hindrance, esprit, intimacy), and four describe
4 ‘ supervisory behavior (alodness, production emphasis,
’ thrust ardd consideratlon)

o

v ) ,
- ¢. Questa I was administered to all staff and the juniot ‘
class in*1973-74.  The questionnaire consists of 32 » .
‘ items ‘which deal with thzee aspects of the school
L 633 ) ‘[vironment (a) personal characteristics of the people j
in the environment, (b) other chapgcteristics of the
-school itself and people 8 interactiom with each other,
A and (c) the‘effects of the school experjence on students.

. - - )
d. The Ehviranmental Descrip¥ion ‘Questionrdaire wes~given'
to 4 sample of approximallely 300" students in May of l9zé.
It consists of 26 items desigred to smssess the expectations
.=~ . and prefeyences of students regarding various #spects
) of school life. ‘The questions focus on student perceptions.
VA of a variety of characteristics of school- Iifq, including
P . .teacher behavior, school rules, Studeqt‘relationships
" and student behav1or s

A

-
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e. - In thEASpring of 1974, the. Moral Afmosphere Measure
» - was administered to.35 students, 13 teachers and the 4
administrators. This is an audio taped interview™designed
to assess respondents' perceptions of- the, organizatlon g
in terms of its moral maturity. P

The efforts of the internal consultant and the external ,

- ’ ' . . -
‘

1 3 * I3 3 \ ! - )
consultant provided a wealth of information about the culture at

Pacific Harbor High School. ‘Anaiysis of the data~Té%ealed, several

charagteristics: ¢ ,
. — - » — 4 -
1. The Pacific Harbor High School climate is close to belng
open, but exhibits strong paterfalistic undertones. .
Teachers are more apt to see the school, in its entirety,

as more open than their respective departments.

2. Certain thrusts toward creativeness are demonstrated, .
yet strong elements of existential and opinionated
orientations exist.

-~ 3. The system 1is more independent than interdependént.
. . 4. There are®strong areas of agreement, suct~as Pacific “~
.o . Harbor High School being#a "good" school. However, there
are’ also areas of oftem sublimated conflict, such as
differently perceived school goals

Moral values are based primarily on pleasing and helping
others, "doing one's duty And showing respect for authority."

v Rev1sed¥tegy .

In reviewing E?E data, it was obvious that knowleage of the "

-

. - . - S .
- :school's cultural climate ‘would need to be taken into account if future

a *

organizational development efforts were to be of maximum benefit. Moreover,
» ’ .

-
m

\;\- oap di‘school-wide‘procedure would overcome the—implied weaknesses
"y . of tHe ad hoc hqturevéfrprevious Pacific Harbor High Schoolggrganizational
. . develépment activitiesﬁ"ThéfeQOE;, a more intensive and co pr;ﬁengive ,
0D plan w;s conceptualized. y -\_,T__/7 ) R .

The new.O0D attémpt called for the training of a small cadre of

schodl personnel in 0D theer and‘technology. The.cadre would become
an idemtified ﬁévéIOpmentél group. It would then of'fer OD assistance

’ ‘/,

[ . // 4
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to the' entire school dommunity and, more specifically, provide direct

-

~consulting-help in mgviﬁg toward the achievement of those school goals
identified id Appendix B. oL T

This strategy grew from, and is in concert with, the notion’ . o

developed én'Chapﬁer 1 of pé?t~€ime internal organizational specialists.

Thedretically, such individualg'wpuld have strong inter- and intra- R : _5% :
. - P N

personal competgncies, would be at the advanced stages og‘cognitive, v B

af%écgive'and moral development,* and would be open to receiving OD -

training. ' : ’ N . J

. . |
More practically, however, the state of the art is generally crude

. i . ) : . - 'Y
in identifying thvse individuals whose development.ard personal
. . ; :

\
. -

characteristics meet the theoretical notions. wJherefore, an . . 2

.
. -

implementation assumption was adopted: there would be a natural -

¢ ' " . °
aqtfition among indfviduals who <ommenced .organizational development

Lo 4. LT . - S
training. Those who continued‘yéuld be those who:.saw the value inherent «

- "I . .
within the' training and who just might imave the desired competencies.

- L] ’

= . %, -

e ‘1\
-m

. ; [ - .
IMPLEMENTATION. OF S‘I‘RATE%? . -

Formal stafﬁ&ffaiuiqg dt}lizing PODS began with Interpersonal

. N v s N i . S
Cemmunications in the ﬁall ofv1924. Twenty-three Pacific Harbor High

. ® - ’ - .
School staff medbers par;icipated;'including'thg principdl and

assistant principal fom buﬁil personnel services, attendance officer,

a8 . .
. Y
* . ‘
1Y « 7
the director of student activities, seventeen classroom teachers, one
« g . * ¢ - .
teacher's ‘aide and one secretary. The workshop began late on a '

n L4

°
Thursday afternoon; And continued through Saturday during two

l \ -

# : , - .
> consegutive weeks. The system was trai:;d by the internal consultant
. .

who had begun his own PODS training during the summer 6f 1973. At

X LA ~ ‘ . - .,
the time of this session he was#gyst beginning Preraring Zducatioral

.
= - .

,’i'
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. ~ .
"theelast in the series of seven workshops that constitute PODS.

T

Since this initial traininé, other workshops have occurred.

‘Participatign in these was broadened to“include staff from other

.

.district schools. These workshops included:
1. Februarv 1975, {nterversonal Corrmnicazions workshop
through a state university eitension;prggram. This involved
23, participants from the entire county. Four were teachers
" from an alternative program at Morrison Mesa High School,
Pacifica Unified School District. “

2., Spring 1975, Research Utilizivg Problem Solving.
Twelve teachers participated. Seven were from Pacific
Harbor High School, four from thé'alternativevprogram at
Morrison Mesa High School, and one from a district
elemertary school. The training was conducted by the
internal consulté&nt.

» .
3.  Summer 1975, Irterpersoval Infiluende. Of the 18 :
-participants, two'were teachers from Pacific Harbor High
*School, and two were college students who worked there. —
Three participants were frgm Morrison Mesa High School 4

L ,and the others were from outside the di¥trict. The .

internal consultant was the trainer. , A
4. . Summer 1975, Social Conflict ard legotiative Problem
Solving. Two teachers from Morrison.Mesa High: School with
experience in Tnferserscral Corrmungeations, Researen Utilizing
Problem.3olving and Interrersornal Influence, and the internal
cqensultant from Pacific Harbor High School who had just
.completed Freparing Educational Training Consulbante-III:
. Srgarizational Development training were among those who
atfabged. The Inferpersoral Communications workshop was
cotrained by the dnternal consultant and the two teachers .
L from Morrison Mesa High School who attended the Social
Conflier and Jegotiative Problem Solving session.
N .
5. Fall 1975, Interversonal Corrunications. Two workshopd were
. .held. The first involves Pacific'Harbor High $chool students,
college students who work at Pacific Harbof High School, and
one Pacific Harbor High School teacher. Cotrainers were the
- internal consultant and a Pacific Harbor High School teacher .
who had completed Interversonal Cormunications. The second
was conducted”at, Morrison Mesa High School for some 50 studentd
in an alternative education program. Four teachers who o
completed Interpersonal M runications and Begsearch Utilizing -
froblem Solvirg during 1974 were the trainers.

: . . .
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Additionally,®as the above.train%pg was in process, the internal consultant

continued his trafting. He completed Preorari«gz Zducational Trainin

“

Coesultante=Il: . 0ru@uetiag in the summer of 1974, began Preraring

' ]
- S LZI e T A i rnT S ompT - g
Iinzntizeal Driiadeg Towesulsance-IIIr Jrganizatiovnal czvelgrmert in the -
fall of 1975, and completed Przzaring Educaticnal Irainirng Jonsultants-III:
Trzavizazioval Cevelorment in June 1975:

Table 1 indlcates the number of individuals from Pacifige Harbor

and Morrison Mesa High Schools, including the internal consultant, who

completed various parts of the PODS program. :Hiéh school and college

students are not included in the data.

¥
' TABLE 1 ]
’ NUMBER OF INDIVIDUALS fROM TWO HIGH SCHOOLS N
* COMPLETING. PARTS OF PODS PROGRAM . .
~ = - / ‘
School I=0 JV% FPs SC4IFS PETC-I | PETC-II | PETC-FIT
Pacific 32 4 8 1 1 1 ' 1 '
Harbor ) . . .
High . '
School
* Morrison 4 3 4 2 0 0 0
Mesa - ' .
High )
;School .

Concenﬂ%aﬁing uponr Pacific- Harbor High School, the N of 32 in
- ' . ' » .

Ivszorepscral Tomruvications, consisting of both certificated teachers
and classified personnel, represents -a sizeable proportion (19 percent)

of the school's 150 teachers and épproximétely 20 classified staff, Ten

'

teachers, all associated with the alternative education programs, have
4 * .
had either I-zerperscaxl Sormndeations and Zescarch Ui




22ving or Inzerrerscial lorrunicatiovs and Interpersoral Influence,

<

It was from this pool that some of the OD internal specialists were
expected to emerge. In fact, those from Pacific HarborlHigh School

" and Morrison Mesa High Schoel who completed at least two systems in

any combination  formed a group entitled Teachers High on Resoufces
Utilizing Self-Teaching. Their purpose 1is to provide an OD group

within the district, based upon' the critepfa established %in Chapter 1.

1

EXpansion to a District-Wide OD Strategy

It is from such local level efforts that a district OD effort

utiiizing PODS can begin. To illustrate this point, a description of

Teachers High on Resources Utilizing Self~Teaching efforts follbws.

" Members of Teachers High on Resources Utilizing Self-Teaching
developed a prospéctus for the establishment of an educational
development component within the district. The prospéctus identifiFd

fhree major needs:-

\

1. 1Internal Resources: As currently constituted, decentralization
. provides the opportunity for considerable self-initiative.
gnﬁ‘autonéhy for individugl managers. Experience suggests
that many managers are most competent in utilizing :
decentralization to increase organizational and professional
competence of their respective operating units, Comparable
experience also indicates that such unit advantage is not
readily transferable to other vperating units. To state it
another way, Jecentr@lization seems to have a natural
tendency to reduce articulation and interdependency of
ideas, resources, practices, and people.

.

When such_a situation exists in less expansive bydgets, its

cruciality becomes even more evident, for it places much

greater importance upon the effective utilization of resources
“internal to the district.

J.ooo ) .
Professional Development: The closély related issue of
inservice education seems to follow the same uneven pattern
as indicated in Internal Resources above. While some units
consciousl#®¥and systematically plan and execute profes§ionél
development activities, the general approach tends to be
one of rather sporadic, "one-shot'" unrelated kinds of
endeavors.
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Integral with the concept of staff development is the functiop

of consulting and its associative skills. Degentralization .
places a high premfum upen providing services rather than
supervisivbn to schools. Those who provide such services are, in
realityy internil constltants with school personnel as clients.
Yet, there is virtually no direct training in consultative
theory, practice 'er skills for either potential or ‘existing
district consultants. -

7

]

3. Curriculum Development: ,The final diéggnct, yet concommitant,
need factor concerns the general area of curriculum, Recognizing.
the general framework of both state requirements and board . .
policy that curriculum is an individual ‘school concern, there

; is not a &oordinated and systematic procedure to ensure the

infusion .of curricula'ideas and projects external to ‘the district.’

The current status of these three general needs areas (internal
resource utilization, professional development and curriculum
development infusion) therefore constitute the general IS
condition.

. , .

. .

Y
The Teachers High on Resources Utiliging Self-Teaching prospectus

‘

also suggested .that three cgbponents be established ta alleviate thése
needs. It then moved into a discussion of how the components might be
implemented. The components and procedhres are detailed below.

To assist the district in moving from its (autonomous and
opinionated) orientation to (one of interdependente and
openness) there should be an alleviation of the three

identified need areas; specifically an increase in utilizing ™=
internal resources, an on-going, systematic, professional
development program, and an external curriculum development

effore. . y

What shou%d occur is the establishment of a consortium for
educational development which would be respopsible for the
following procedures.or components:
~ : '
Internal Resdurce Utilization: This component would *
- provide ,a difect coordinating service or a.''linking"

function the scigofls by matching needs and wants
//’\\' with infernal resources. Included is the establishment  ~__
of ;2Tfnte 1 resource data bank leading to an ~
\\\\ ideptTfied dadre of internal _ staff consultant resources.
%\ - .
\ Prof§§si3nal'Development:~ This component provides for
/// district sponsored inservice activities through utilization
\ of ernal resources as much as possible. It includes
\ e creation of a systematic ongoing professional development

plan which provides developmental activities ranging from
one or two hours in length to extensive sequential training
of two or three years duration.

40
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One major emphésis is upon direct traininé'in éonsulting —
skills for both those district personnel whose primary )

function is a consulting one, including training local ~

B - onsite internal specialists and for those individuals

constituting a resource network as identified in internal

resource utilization above. An additisnal stress’ of this

component is the provision for activitie$ which emphasize

* common shared experiences regardless of role, status or
3 »

position. . . < - .’

. Cuericulum Development: This function includes ¢he
systematic gathering of information about external curriculum '
resources in terms of workshops, institutes and other training
opportunities as well as disseminating such data to pgrential '

/’ users. This component includes, as well:

A

' .
1. The gathering of information of externally generated

curriculum which could be employed as means to -meet

internally generated district and school goals and
‘ . ' objectives. In essence, this component%enables -~
users to examine and adopt, as neededy.dmnovative
educational curricula which serve td meet their own
goals and objectives. . ’

[R®]

"On call" assistance to curriculum developets within
the district.

- .

3. "On call" assistance to projec; and proposal éevelopment
efforts as district personnel. This becomes most
important in light of reduced district/state revenue. -

g
Procedure: The suggestions beiow_are for .beginning as well as asgumed
necessary conditions.

1. The consortium should be housed within an existing
operational unit. The most natural seems at this point
to be pupil personnel services within the divisfon

. of research and development.

2. Initial efforts should be in a low key, 4ow profile
mode, yet with sufficient,visibility to be seen by
those who see potential Ip the consortium's activities.

3. The expansion of the consortium would depend.upon its
usefulness to the consumers (operating and school
units). They would buy its services in terms of their
own needs from their existing resource/staffing budgets.

4. A commumication system would be established to enable

’ the consortium to act as a clearing house for information
concerning internal resource utilization, professional
development and curriculum development.




L

5. The consortium could be initially a no-cost venture,
8ince its primary fynction is coordinating and
utflizing existing district resources.

Current St:at;gs of Distrigg Efforts —— ‘

[ . . - '
At this point in the district'{/OD efforts, several steps have

been envisioned in the implementation of the educational development

‘]( component. First, the Pacific'Ha}bor High School principal has agreed

to release the internal consultant to the research and development division.

¢

Then he will "buy back" €he internal consultant's time for 3 or 4 days

per week. Under this arrangement, the internal consultant will

continue to do essentially what he was doimg as a pegular staff member

+

of the school. However, with the internal consultant officially housed,

at the district level, a structural change has occurred, albeit a sell

one. This in turn has led to the development of a norm of using ttte "buy

back'" model to secure organizational development consulting assistance

at the local sghool level. As the norm grows in strength and the

~__internal consultant's time is requested by mdre operating units, his time

N

at Pacific Harbor Migh School will be reduced accordingly. o </”
The specific task Si»the internal conéultant, when under 'contract'

with Pacific Harbor High School then, will Be in the direction of

increasing the schoplfs oD capabilities. As’related to PODS, this is o

. -~
projected to include: . A '
1. Additional training in Ffesearch U-tilizing Problem Solving
and Interpersoral Infiluence to increase the size of the
- s 4chool OD cadre pool and to provide sufficient personnel
to condutt Preparing Educational Training Consultants-I :
v Sxills Training. :

2. Identification of a cadre of specialists from the ten

- -




* Meémbers of the initial cadre will continue their own development |

a

in PODS. At the.same time, they will begin to apply their newly
acquired skills to the pracgical problems of determining prohedures by
which they can become acceéted intq;nal consultants through the vehicle
of goal statement implementation, 'buring thi; process, these local

onsite consultants will become part of the projected district internal

< e

resource utilization component.

———

For both Pacific Harbor High School and the district, PODS thus

becomes a convenient, valid and reliable means to provide OD skills

training to personnel who demonstrate the necessary competencies and

who are willing to engage in the difficult processes of helping the

organization and its people to achieve their goals.
fa

STIDMARY

Efforts to implzment PODS in the Pacifica Unified School District
+ - . J
occurred 1nitiSlly within the contextr of larger OD attempts that grew

from a single dchool. Such effoyts seem to be moving toward a district

funtion. This suggests that in a system where the central Effice —

is un&illing to make decisions for individual school;, attempts to . s
\\. . impieéent PODS at the district.level will be difficult. A more »

effective proéedure_may begin with a school which has strong independent '

~ and creative tendencies. These latter tendencies should be backed by

a history of 0D efforts, as witnessed by an administrative. position

4 -

specifically designated for organizational development activities.

In other words, start up and go with strength! ;

S

~

1
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CHAPTER 3 NARPORT CASE STUDY

R
This report is based on our experiences Witp installation of a PODS

.

program in the urban school setting of Norport.® The community of Norport

L 3

is predominantly white and middle cdass. In 1974, the median income was

$19,900. Ethnic Broups account for 12% of the total population, and 20%
of the school population. The administration of Norport schools is

organized, along traditional lines, with most functions operating from a

-

centralized administrative complex.

' .

DESCRIPTION OF SETTING
From the air, Norport appears to be similar to an hour glass situated

between two bodies of water'and framed on both sides by mountain ranges.

To the east is Lake Mira and the Celtic Range; to the west, Catalina Sound
and the Crown Range. East of the Celtics are great wheat fields; verdant
forests lie west of the Crowns.

Norport has long been known as an aircraff production center and owes

most of its wartime and post-World War II ggowqh to this industry. 'More

recently, the ecoflomy has witnessed a diversifiéation in both industry
- ¢ -~

and commerce, but aircraft production, lumber ‘products and maritime acti~

-

J vities remain the foundations of the economy. The diversification. has

helped curb the exodus of residents from the area.® High unemployment”

-

-~y &%

continues to persist around Norport, though down from the 17% level of the
late 1960's and early '70's. R é>

. The public schools have been equally affec‘iﬂ by this period of

rapid change and economic instability. The post-war biiit/ﬁate pushed .

the student population to-100,000 in 1965, which eased to approximately

s L4
4 [ 4 .
- * P

-~

_ : ' ¥4 .
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60,000 in 1975. The rapid growth of the 5ystem hnd improvements in
educator salaries resulted ;;\;H\Eﬁﬁﬁzi~ip;f e of expenditures from
$55 million in 1967 to almos£ $110 million in 1975. State financial
support of public schgolS/has not kept_abreast of‘sponomic changes;
egzs?ing tax structures ;equire local district§ to seek greater public
contributions to maintain existing operational levels. The declining
student populatjon, increased operational costs, community concern with

~ ”

schools, and an annual levy brought the system to its knees in

April 1%25, as votaxrs defea;ed a district rééuest for 1976 opera;ional

funds. i . ( ' 4
Norport School Dist;ict is organized along traditional functional lines,

wit‘ superintendent and two associate superiﬁteﬁdents .(one’for Instructional

Services and one for Sgﬁport Services). There is a Cabinet which includes

representatives from the relevant functional -departments: Personnel,

District and Staff kelations, Building and Maintenance, Research, Curri-

culum, Special Educational Programs, Basic Skills, -Occupational Education,

4

Human Relations. - .

For administration of instruction, the district is divided into two
regions. Each is under the le;dership of a Deputy Superintendent who

' reports directly to the Associate Superintendent for Instructional Services. -

The organization is designed such that, ideally, central administration
establishes performance criteria and monitors their application within -

the regions;ﬂeach region, operates gsomewhat autonomously within the frame-

work of the guidelines. éegional staff, in collaboration witl central \

office personnel, assist in the implementation and eValuétion of established‘

A
criteria and guidelines. T b O

To recdgnize and protect the-unique centributions and needs of:

A

 individual school communities, each region'is organized irfto six consortia.

-
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One censortium considts of all the elementary, junior high ahd middla , .

‘ . B -

.

schools that feed students co op
j : »
# "\ - “ - N -

(;) '/ ‘ The district is composed of 85 eleméntary schools, 6 middle schools,
/ . :

high school.

," g . e . N ' - \ ’

/ 11 junior high schools and 12 high schools., The district also operates

f a spetial school:for the mentally handicépped, and another for the ortho-
. . ]

/- pedically handicapped. Approximately 4,500 -ceftified*and an additional 5

700 professional personnel are empléyed by Norport School Dist;ict.

-

HISTORICAL ANTECEDENTS

4 . . N -

-

-

& .
In 1966,”the ﬁorport School District in cooperation with a group of
professors from the State University at Grenich (SUG) gnitiated a study
L3 - % . ' v -

of the Guidance Department to: a) assess the effectiveness of service

. -
delivery to teachers, students, parents and the system; and b) to determine

3
whether there existed a need fpr modification in departmental organizatipn

—

A‘\'

and weperation. Thls committee was’ chalred by DE. Harol%!Platt of the

School of Psychiatric Medicine and subsequently célked the "Platt Committee e
. LA "'ﬁr i" o
it recommended to the Board of Directors and the Superintendedf df“ScﬁG%i%

A
&3!‘

a variety #f changes thaé\included a broader role for student services. .
e .

Members of the Platt committee observed that while persons were asSigned

. ’ ‘ 3
"traditional” roles, their services often over-lapped.
& : - *
and psychologists often performed functionSQtBat were historically defined

- L - .

Thus, counseRors

. ° - L
. as social work roles, and social workers performed tasks that csdhselors

v

A study by Dr.

s ’

H

« *
’ and psychologists petceived as their functions. ’ -

_Her analysis of role-functions of guidance workers suggested three major

Frances Larson in 1969 cor;oﬁ%rated thisfobservat}pn./

Y

differences in role fqgétions amohg guilds: a) counselors engqéSHﬁexclusively

- Ty y “,

‘in vocational counseling; b) psychologists performed psychometric assessments; .

t

@nd c) socf!i workers were the primary lialson between the home and the.

N
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.
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L4

f

. »% . .
. combined with the social changes of the late 60's, exacerbatred the need

.

v

.

N +
¢

3 ~ .
significant di‘fference among guilds other than theSe three. . EN ‘

-
»

¢ ‘ ) ,
Dr. Larson's study and the recommendations of 'the Platt gomm1ttee,
¥ o - . |

EH .
» Y

td qufch fer alternatives to traditional guidance worker roles. Prelimi-
r . I
{

€ . . .
ngry‘g'ffotts,foc ed on differential assigngnen‘t of*personnel, cross-guild -+

7 . ~ . .
is ‘toward a _mqre-g‘enerali_st@ole for the studEnt gservices
- »
'
4

‘¢

training, a

- . *

) hg 4 . . . e -
worker. Inservice training in organizathal development theory and
orgénizational cEange metthodology was initiated. It was 9gt};ticipated that ,

> .

. AR S h a R . K
workers, with an expanded,awareness of organizatiomal dynamics could more

¢ % M .

effectivgy sustain within the schools and the community movement toward &

»

- . ' - . »

"envirpdment. . , : \

a generalist+srole. These :personpel could subsequently provide the services

. - o i~ ) . -~ 7
that would be most responsive to the needs of students in an urban %

b .

’
[} : e »~

JEarly !I‘ran'xmgL for, Ggldance Staff _— . i

'le «
Growing stydent.unrest and community dis's'a:t;sfactioﬂ with the,process
.t - ' A ’” te
Ho& Schooling gave ‘imputus to the need for continued exploration of alter- !
< . 4 o

,"jnatives tQ tra@itiénal guidance roles. With the av#llability of f'ral',‘i

.

confligt. Following guidel:_l.ne“s established by the Office of Educatior}, ‘a

- . " “ ' P
state and locﬁ'i*monies to assist ip the development of skill ‘imprdvement )
) -
-programs, the Department of Student Serv1ces 'in 1971 initiated a program X
to train ,ﬁ;aff to more competently deal wit¥1 interpersonal and intergroup

'

cc_)'operatiwe Yenture amon# the State Univetsity, the Norport Industrializa-

.. ~

tiom Center and the public schools was u—ﬁde“t:taken to upgrade forker skills

9
I » . -

in tﬁé, agreas of communicat/igps, team building, problem solving, coﬁflict

- : 1/ B
managgment and organizational dy'ia.mics. .

‘ ' . ¢ HRN *
. ¢ [ e .0 "
. ® oo 9.
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'

Concurrent with the implementation of the gaining prdgram for student~
< ' . . .
services—workers, the district embarked on a series of programs designed
. &
to provide racial balance in the schools A C1tizen—Staff Huthan’ Relations

4 *

Committee was app01nted by the Superintendent in October, }971 "Th*

Committee'"s purposes were to develop a de.t‘initive statement of a multi-s

13 v -
Al

] . A ]
ethnic Human relations program for the system, and to design processes for

L)

coordinating exiS§ting district efforts. .

A District Humam Relations Task Force was created to implement the

.-recommendations "deve\loped b}; the Citizens-Staff Committee. The Task Force

-

¢

¢

wa/s/\ given responsibilit§ for de'signing and implementing human refa't,

training programs for school «personnel,astudents, parenty, and community:

and to assist teachers an‘d students in learning and'understanding thg.,

experiences and ;:ontributions of racia} minorities in the development of

the couhtry. The Director of the Task Force would report dit'ec\ly to the ‘

‘

g ’

The Task.Force, from its- inception, was viewed by .the- striet 'administra-
N 2 - v . Ty
tion as a means of coordJ';nat.ing existing human relations efforts, and in

- J . . i o \
- cooperation with other District programs, to enﬁap(t%e di%trict's long
) . .

.

Syperintendent, and serve as'a member of the Superintenient s Cabinet

L4

range desegregation efforts. »

LT , :
With leadership from the Human Relations Task Force, a fotty-hdur
. ) ‘ ” ’

-

Minservice training" program was developed and implemented for staff and

community. Participants would have opportunities to examine their cultural

1l . .

att?tudes ‘and behaviors, unconscious biases, myths and. stereotypes toward,

-
’

people of different races and cultures.. The*insights, i_nform'ation and
® : «
communication skills acquired would then. be tranéated by the participants into -

Ll . 7
action plans enhancing cubral plaralism in their respeetiv_e‘ schools. ’ ¢

R ]
v
It was assumed that projected workshop outcomes would not os;qur

>

automatically, and that additional t-raining and support would b@ required

3t

-
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. . : . -
to effect stabilization of attitudinal and behavioral changes. In the

.- [

fall of 1973, school-based Human relations committees were organized as )
. . ; , A

Y. - - - g '
, one means of providing a support base for those who had received training
- [} .

- -

T

' »
and degired to ipitdate sfmi

- . .

rp ograms in their respectfve dchools.

/ curriculum, imstruct¥on, staff assignment, student !ss}gnment and community
involvement.
: '

Student services workers receiving training in the interpersonal and

intergroup conflict management training program were perceived by the

~

Ly, Task Force as a potentidl resource 'fg‘nplementing human relations programs.
-
& However, the application of newly acquired.gommunications, problem solving,
_ ]

team building and needs assessment skills to district desegregation efforts

.

represented a change in the focus. of traditional student service‘'roles.

~
. * .

Many student dervices p‘fsonnel welcomed the opportunfqy to examine the
. ‘ * application of their services. Othars,fh0wever, viewed thei‘oles in

- more traditional terms. . ' cr e

- ‘Three primary training needs became appar% '
. - » \

? v h l. A peries of programs designed to foster implementation

. of a skills development, human relations program geaged . N

\‘j;aJQ ' to the needs of most of the téaching sthff o e

’ , T r{‘l‘“'t*“:.
- o, 2. An intensive experiential program’ to prepare student © Lo
+ 'services specialists and administrators as primary_ o T
o human relations facilitators - A
- 3. A developmental, managemeht oriented inservice\program o :

s .o ) for selected administrators and.student services - L.

) . personnel, who with additional training would be able -

P - to help the organization increase its capability to

meet the changing needs of learnérs in a multi-ethnic,

, multi-cultural urban center. .

- )

. . ‘ ¢ y - . L . - -
! £ Existing training»progrq.f for student service workers were based primarily‘,
. i '\ » . ]
R on,needs expregsed by student services personnel th!&selves, and did not
4 . . . @‘ 4 "
) always account for general system -needs.
Q ' Y - . R X R
ERIC |, - s - : ) .

Aruitoxt provided by Eic: W' . . 4
B .
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Aruitoxt provided by Eic:

N

" as human relations“trainers~and be available to help local school staff

' the Community, State Office of Educatien, public agencies and local
—* ..

\

-

.Since, in the perception of'Pianning, Research and Bvaluation, the NWREL

N -~
’ . . f

h’ . N
qﬁ/ . . {

<

The district's'desegregation:efforts contributed additicnal data

toward assgssifig the basic competencies required for those who would serve

'
. i

stabilize grouthvgained in RAuman reiations,training) In September 1973,

¢ - -

a Governante Board of student service workers, and representativgs from °

e €
- i
.

4
universit#¥es with students services training programs was convened. Its
; ‘ .

1 ’
~

’ . . . . [ . . :
purposes were to examine the existing trainiﬁg program in light of current P
- ‘ "

.
.

district needs, and provide recommerdatichs for making current efforts .*
’ / N v
,

consistent with overall district. needs.

[ 7]
»

Selection of PODS . ., -
During the time the Governance Board was Writing program development °~ =
. k] N
guidelines, persbnnei from NWREL contacted the Norport School District's -

Planning, REsearch and Evaluation Department to introfuce the PODS program.

-

’ . : ‘l
programs seemed to refer to human relations, ‘arrangements were made for
£ d .

~ .

appropriate Tad® Force personnel .to view the materials ot
- ’ » N R -

An overview of ;ﬁg PODS program was presented during initial .- -

4

.
- .

<

discd%sion with Task Force personnel. The Project Director fpr Inter/Intrab' “ .

. . [
’

Croup Training and seleqted members of. the Prograg bovernance Board.met %o .
.o ) . / e
further eXploré the possibilities of PODS compatibility with the design

-

requirements defined by the Governance Board. - . v
’Initia} assessments indicated that components of the }rogram would T \ i

proyide the desired skiLL training: While PODS,das experimental the T - - '

caSe seemed appropriate, times schedules for each sequence of events would 11'~V

P v

be managable, ,and the programs could be diffused to large numbers of staff. .

8 S
' ¢
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Aruitoxt provided by Eic:

.

Furthermore, it was felt that the program objectives were consistent with .

. N * - _
the system's néeds and stressed acquisition of gkills rather than a |, .
’ . |

sensitivity training approach.

+

Program conatraints were discussed; there was no ethnic focus

. ~
N ) i .
incorporated into the design, and the projected 650 hours of training i

. -
. ’

required to complete the program meant. that much of the training would
occur on weekends or on staff gembers' own time. Budgetary alllocations
did not permit the program to purchase teacher/staff release tfme. Since
~ . . . -
this grogram was new to the area. and of an experimental nature, it was
. . 'Y .
quegtionable whether adequate participaiion could be encouraged. As a
- . . » . \ .

_;esult,'NQREL staff suggested dhat District personnel experience one

s

/ i .4 ' ' %
§,
STRATECY FOR IMPL.EMENTATION APPROVAL

.

of the programs prior to making'f final decision rekarding insiallation.

- -

- Prior to June 22, 1973, the Norport School District and Northwest

.

RegionairEducacionalikabqratory had made numerous attempts to diagnose

-
,

=
and assésy the exbent to which their self-interests could be mutually

»
.

served bv a loqg—féngé‘collaborative effort; Dr. John C. Malcum, Coordinator,

A 3

Inst;uctioﬁal Sys:éhé‘?}anning Divisiéﬁibf the South Region Schools in :

. e .
Norport, expressed’an’interest 'in the Improving Teaching Competencies

H » !
b

-, -

-

"~"Pnog:am's'instructionél Eystems.. William Qa:d of the.Northbésﬁ Regional

oL . L N ! P . ., , e

Educational.Laboratofy inmited.Dr} Malcum and Paul Brown, Supervisor of .
- . K PR . "_\ ) £ 7 .

Instructional Systems Planning,and-Deﬁefopmenp,»to meet in Portland on- -

A ' - y - .

- -

» | . [ EE . . . *
June 22. TQe purpose of ‘the mfeting would be tb.discuss how th’two
. M I e .
4
organizations gight work togethér.” , "~ .

,As a result of a reorganization:in/the Norport Public §€hools shortly

a v -~

. - - .
after the visit with Mdleum and Brown, Northwest Regional Educational

A“ , . ;
Laboratory was referred to John Riley, Director of the Human Relations Task
. . Lox

.

I . " . LR
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\ 4 ) A
Force, and Ed Dulap,‘Dir;}to- of the Conflict Resolution Project. The Program

.

was explained to Riley and Dulap in September, 1373. Both'.expressed intere§t

“in starting PODS training in Norport School District.
° . /
Some .of the ‘early diseussions with Northwest Regional Educational Laboratory

personnel concentrated on the potential of using Norport as a field-test site

for the untested PODS systems. Northwest Regional Educational Laborafory could .

S~
provide the training if the local institution would provide a training space

and participant release time, and identif§ client groups for Preparing Educatiodal
Training Consultants-II and Preparing Educational Training Consultants-III

- . .
populations. Preliminary approval to documentation pending further discussions

with Northwest Regional Educational Laboratory regarding 'field-site status"

i

was assured by the Deputy Superintendent for Instructional Services.

”
’ ¢

. In October 1973, Northwest Regional E@hdational Laboratory began recruiting

- . N . ‘ ‘
candidates to test a series of hypotheses concerning & new program under:

developﬁént, Interpersonal Influence. It was agreed that Northwest Regional *

v
. - -

Educational Laboratory would invite'two district staff to experience one of

the systefis being fieﬂd—tested._ These two wbuld then }ep;}cate the workshop

)‘ ' . ‘ ¥
for selected district personnel. At the same time, the district would run a

. Preparing Educational Training Consultants-I workshop uging local trainers

trained by the Preparing Edycational Training gousultants4l~dééelopérs: ff
local participants evaluéted the program Qosftively qng c%!la identtfy %
potential uses within the system, fhrthef‘discussions Qould ensug'between
the Distrjct and NWﬁEL about.extending the program.

Tﬁe initial workshop was well recé%yeq by loqaf ;artiéipants, who .

encouraged further contact with Lab personpel. These contacts involved °’
o T ¢ “ 7F’ -

further descriptions of the PODS svstens, projected costs and time-1%nes,

&

definitions of responsibilities, and planning the develGpment of ‘a progranm

support base® among local staff. A public meeting was scheduldd, at which"

s - . ' 4 —~
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- . L Y ” -
the program would be descyibed for interested staff and an assessment of
- . Ve ' » i .

potential participation could be made. 1If sufficient interest existed,

v

contacts with Central Office administrators would be made to influencle

. + v .

. { . L . .
administrative gupport. Interest was indeed nigh at the staff .meeting

N on December 4, so contacts with central office administratora were

-

initiated to seek endorsement for the installation of PODS. Cim

v

. - / At the same time, the Norbort School -District -manager entered into

negotiation with the program officer in Washington, D. C. to seek approval

to divert training-monies toward this ptogram. This request was granted
. - . « » )

4 . . : .
in Fgbruary, and district support,was thereafter forthcoming. Concurrently,
- discussions with the Deputy Superintendent for Instructioh and his staff .

éere conducted to assure that, ipce begun, the training would continue to

~ . * ' *

completion. C o

~ . ' / -
Staff meetings continued. The district program manager met with
— - '

Lo ’ .. . ‘ .
.groups of principals and administratbrs to describe the program an

-

potential benefits for the system and indivi@dal staff. VPrincipalé were
' advised.that only those staff members who were committed to OD training

would be allowed to enroll in any PODS compoqent} further, as part of

the application process, principals would be asked to endorse, their staffs'

s w

participation in the program. Ward and Dulap met with the Instructional

Cabinet, and contacted the administrative.staff in each of the two
- - ;. -

district regional offices. "fabinet members neither openly resisted nor

’ fotmally legitimized the implementation of POD&QF The action of the
’ . ' . . . . \.‘

Cabinet might best be destf{&gd as péssive permissivenéss.

. » "~ -
g Finallv, additional support and participation were enlisted from
. . - b
community agencjes and school oriented groups.. Correspondence describin

.

the program was sent to all student services personnel and the project

manager met with the staff of each region to explore the potential PODS
, L ' '
could offer to fndividual particaiints.
Q o -
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Aruitoxt provided by Eic:

.

\ L
support. Interest was indeed high at the staf ¥ meeting on December 4,

so contarts with central office administrators were initiated to seek

endorsement JSfor the installation of PODS. -,
¥

At the same time, the Yorport School District program manager entered

.

L]
.1nto nezotiation with the program officer in Washington,-D. C. to seek approval to

»dlvert training mcnies toward this program. This 7équest was granted &niFebruary,

4

¢ A .
and district support was thereafter forthcomings Concurrently, Ziscussions

with the Deputy Superintendent for instruction and his staff were conducted
{ - .
to assure that, once begun, the training would coatinue to eompletiorf.

Staff meetingscontinued. The district program manager met with groups

i 3 v 3 \ : ' L3
of principals and administrators to describe the program and its potential

v
.

benefits for the system and individual staff. Principals were advised

that only those staff members who were committed to OD training would be

:

allowed to enro%} in any PODS component; further, as part of the application

-

process, principals would be asked to endor¥eévtheir staffs'-pérticipation‘

P '

in the program. Ward -and Dulap met with the Instructlonal Cabinet, and
~ o . . . "

contacted the administrative staff in each of'the two district regional

offices.  Cabinet members neithqr openly resisted nor‘formally legitimized

the implementation of PODS. The action of the Cabinet migh{ best be described
- -

a&s passive penﬁissiveness.
Finally, additional support and participation were e;listed from
community agencies and school oriented groups.. borrespondence describing

the program was sent to all student services persdnnél apd’ the projéct

manager met with the staff of each region to explore the potential PODS

.

could offer to individual participants. . -
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ANTICIPATED OBJECTIVES . -

P
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“

Y

In June 1974 the three year EPDA grant awarded through Eif/ynited

Statés Office of Education terminated. ContYnued program funding was made
available through District Program Impro;emént Fumnds ;lloqgted for
desegregation plannipg. The Instructional Division began ;;; pbanniﬁg of
objectives for the 1974-75 school year. It based the_planning on a
proposal developed by the District Deputy Superintgg:::t for Région I,,
”Hler;rchical Approach to Human Relations Skills Devélopment" {see Appendix c).
Elaboration of the concepts in the "Hierarchichl Approach" paper were

contained in a Program Pro;osgl appro;ed by the Instructional Division for :

. o N
ilplementation during school year 1974-75 (see Appendix D ). Table 1.
describes the expected sequence of training events nd their relationship
to district goals and expected outcomes.’

The steering committee and the Director of the Conflict Resolution

Project formulated a set of objectives {or school year 1974-1975. Their

statement of these objectives is quoted below.




. - . v

* S—— ' TABLE 1: SEQUENCE AND RELAT}ONSHIP OF TRAINING
EVENTS CXPECTED OUTCOMES i
- \\\ N o
- i'{-l_l n(lnol' . 1 r
Level Desceriptiop Traini?g Sequence , A SY 73-74 Progr?m ! SY 74-75 Program
. i :\‘_Z;Lf:;l:L:Z":i::::::::;IZ:Z:Zfﬁ:::::::::::::::::::;::ZIZZ:IZ:i:i:i::?:::?:£::::::::Z::ZZf:?:i?::::::ii:iiii
I B g' . . ' - I -
i
——— e e e i ______ T e et e e e e b e e D I D S (O AR
i { Bavie intét/intra- -personal 1. Research Utilizing Fifty District scaff l -
L i skills, problem identifi- Problem Solving recefved training in
; alion/prnhl(m solving and ¢ 2, Interpersonal Communi- the implementation of , .
compunication skills. This cations level 11 progranms. | -
. is the minimim competency 3. Interpersoaal Influence T a
level for all sctaff, 4. Group Process Skills %? ]
e i—- ————————————————————————— -JL— ———————— T e - L- ———————— (——-—'-———_— ..,.ﬁ_———-‘-‘-—':——--,-’——-_—————_---—--
“1lIntergroup awareness, orgaonk S, Preparing FEducational Fifty District staff-T Twenty-one of the District
T yzat fonal analysis, nceds Training Consultants recefved training in stalf who conpleted Level
asscessmenf, consultation 1 ‘ ) PETC I systems and 11 training will bhe selectod
skills, and additional 5. PETC 11 - demonstrated capabil- to received level 111 train-
} fraining in problem soly- 7. ltuman Relations In- 4 1ty to design and im- fng during SY 74-75,
e ewe— - . ing/ problem fdentifica- Service Training plem2nt workshops re- . R
o ;1 tfon. Minimum:competency Workshop sponsive to_the neceds
i level for administrators ! ° : ‘/////// * of school personnel’. . .
i md student services spec- g l .ot L. . .
1iglists, ) . -
' ~ - ‘ b A - b -
. __i_______--_-_-_-_-_-____-____‘___-___-___._-__'__?_-_l __________ e I e S
Maximum co&pclcncy in B. PETC TT1 - 1111 ! en to all staff who suceess-
fuman Relations skills, 9. Conflict & Negotiations . ) ! priy complete Level 114
knovledge of multi-ethnic, l ; training. A maxtmin of twenty
milti-cultural resources, o one participants may cnrolil.
M organizational problem o / '
solving, conflict resolu- 1. ) o
tron skills, and develop- . | ' :
F ment of organizational v . ;-
consultatYon skills that . - ! 1 '
assist the system to in- S : | % i
| ercase 1ts functional capa-y ' ) ’ ¢t 9
i bilities, . / '
- '?— ******************* gl . *‘““‘_"“:"‘"7 ““““ M"“""""“'S"““"“"‘L—-——“ -------------- T
. i ] o . \_g § ¢
[ U\]) ‘ II : - 65
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—TAMLH It CONTINUED

Al

Ih=1714 ’

CAppliicacion oy

Fravned Districe staff
will implement a wini-
mum of onc Level I pro-
ram per District Consor-
tia.

—.

Relationship to Coal

T T e e e .

Inplementation Requirements

ok

7

Drstrict Bividends,

Prepavatory skill training for

lluman Relations 1n
ing Program.

-
pe

Fach participant in PETC
M will provide a mini-
mum of nince hours consul -
tation to school human
relations comnittee for
developing @ building
“leve) human relations
daction plan.

-

. Participants in Level I11
will provide consultation
to an educational unit or
_department and will dssist
in the implementation of
a bistrict plan to bring
aboat reform in the LdQCd1
thonal

Program, /

.

(6

-Assistance in development and”

ed human relations, bulldingi

training for sclected school
and administrative personnel.

i

p— —

——_‘._.___-.._—._

Consultation 1in organizational
development

staff prior to participation in
?§¢Tvicc Train- Participants

implementation of staff develop-

level action plans or programs.
Management development in-servic

pu—

Facillrty
Materials

Provide training in basic inter
intrapersonal skills for staff
Design learning expericnces for

Consortia support/endorsement | staff consistent with District
o , ‘ goals, objectives and indetificd
needs,
£ -4— - - e

Five days-release for each
Petc 11 participant.
Identification of client gr-
oups. '
telease time for bartlctpa-'
tion in Human Relations In-
Service Program.

» i
“

Asgistance and con;ultation for
implementation of building-level
human relations action plans,
Provide management development
training for selected staf{ and

administratorsi\i

-

— —— s ~d

Twelve days feleasc time for

.each participant in PETC 1I11-

LITE .

Identification oP organiza-"
tional client, gr0ups

Costs for vetreat facility,

—————— . e ———— - e —

Q

ERIC

Aruitoxt provided by Eic:

——————

A cadre of staff competent to
assist the organization yggeus
itself, modify norms and in-
crease its functional capabilirty]
Agsjstance in implementat itn of
Desegregation- Integration plans.
Recommendations on functions to
be strengthened or added to
dssure goal attainment.
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additional resources to staff in the areas of group

problem solving, decision making and interpersoral
=

luence. -

preparatord skill training for staff prior to pawticipation
in Hwman Relations In-Serviee fraining

~ -
assistance to staff in development and implementation of
human relations, building-level, action programs

coorcination,’ follow-up and support for District ejrts in
desegregation planning and implementation

<

Given ‘seventeen days release tLMﬁ}izgm regular assignments
plus fifteen weekend days for tra & in PETC systems, each
of the twenty-one participants selectM co continue in ne
program will conduct one forty-hour worksMop for staff from,
the Norport Public Schools in one of the following Northwest ™
Fegional Educational LabQratory sustems:
w U

Researeh Utilizing/Problem Solving 40 hours

Interpersonal Communications 40 Hsurs

Interpersonal Influence 40 hours

Sroup Process Skills .. 40 hours

N .
i ¢

Tc develop a cadre of staff specialists capable of‘identifying ~
and implementing norms and structures that enable the organizatiors
to continuousiy modify itself to meet the changing resources of

" the system. : T - . s

- . .
- managerment development in-gervice tpaining for seledted.
school personnel

. N
o . ’

provide staff opportunity for Qrowth potential that addresses
ttself to the present and/or planned needs of the system
& ‘e

¢ . .

provide training for staff for the development of a multi-
gthnic integrated, quality educational program for all students
enrolded in the Norport Public Schoolg

previde consultation to staff in crganizational self-renewal
. . ' ) .
- s *
Siven approxzimately 507 hourstraining in PETC.systems, twenty-one
s2hool disirict partieipant§will be abie to (a) apply diagnostiévf
ard intervention strategiles in helping a schocl add, or strengthen

~

2 Funetion needed to attain an Institutional Goal of the Norport .

-

- ‘

]ER\,‘ - 6o

PAruntext provided by eric [




- Schop?l Dv,ovmct, (b) ‘will ‘tdlentify fwf personal competenczes
to he efiployed in derwzng an explicit rationale. foz1 assuming
a eosultart rol¥ in.a District School in -support of ' .

- attaining an identified goad, (¢). williwwrite behavioral
objectives designed to. tmprove learmer experienges and
. .. for cgrftr tbuting actively te improved MBO procedures:
e 'or respect and conﬁtmetwely deal with others even when
conllict existss (e) deal con®tructively iwth zntravepsona
' T -—awxd face to face interpersonal situations, (fJ Ldentzfy
réal con; Zwts, as dzst‘bnguzsed from falsely dassumed

.

ones, surface “them and deal with them condructively,..: -

"t (g) identify and implement norms and dtructlires that - S

eriable “the orggnization to continucusly modify itself, s g
v "meet the changing xeeds and utilize changzng resoum‘t

(h} apply didgndstic and intervention techniques for
o organizationaly changes which build in new norms and/or

~

gtructures to add and maintain functiong so that the .~ =

system will have increased capabzlzty to meet its own

. needs.
|

- ' .

° |

" *Thus, the PODS program in No‘rportru:ld be directed toward the !

L} L

" developmerit and implementation of a program to-train a new pyofessional--

I3

,help each B2 more responsive to the other.

t

-y ‘ q
one,able to serve the student-glient as well as the system-client, and

[ J T
The resulting system—cliernt relations'hipwwgi;ld ehhadce mutual

-

rd . -

. . . - . ’ F
accountability., Ultimately, PODS graduates yquld train others to deal .

. -~ 7
with the, individuals and groups-comprising the [JNorport system, .

N rs

4

To accomplish these objectives and realize the ultimate goales we

. - ‘

‘- envisaoned a=systeﬁ that.wahld end‘;isélf to providing educational

NN

L4

+ personnel with not only coping skills but with the potential to be

ﬁ}ntentional and proactive in shaping’ th? future of %orbort Scheol District

%

- S,

—_n

With the dec1s;on to Install PG\E pianning,wa$ begun that would: a) invdlve

\

’1ﬂ§the.dec151on maklngcthose with the information most approlriately related

(] N

to'the objectives; and b) assure theésmooth,

L] ; o’ .
of acsivities.. | )

s A L ek

effective and systematic initiation.

.,

*

-
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~

POD3 INSTALLATION

Y y

o . s " g . )
Installation activities began onsseveral fronts, involving both:

those who would experience thé& training, as well a@ th dmipistrative

.support persohnel charged with authorizing pr development and '

. B 2 ~ " &

v

: ~
imstallation. Follow1ng an introductory meeting on January 31 1974 Jg

for interested.teachers, administratcrs, pupil pérsonnel service workers

B * . ' ~ - : - . ; I

< . - .
and-community workers, volunteers were recruited from ambng puiential

- - ‘. N s

. participants to serve as a Planning-Co@hittee. Comfiittee members assumed

responsibility for decision making_effqrts, and when and ho&fparticipaht'
. * * . . o . ' 4
}ecruitmene would occur. ATl Planning Committee members were committed .

_to obtaining all of the training necessary to become OD consultants.
s Tt - . .
A . . R -
The Planning Committee and the Prdgraw Director dgreed-to use a shared-
N ’ ’ .
. - I
decision making model and that all matters concerning the installation
A ) —— .‘ . .“"
of PORS would be appropriate agenda items for the committeg. A. chairperson
. - . - ’ *
1 - M v
. . > s ‘
pro-tem was appointed for~each meeting, The committee contihued to
. operate’ through the duration of the trainng prograﬁ;\nost of its work,

however, was.gccomplishedrduring the first six moﬁths_of the training - ~

3 ’ .. ..
P ' : -

’ - . "}..

Funds were available for the training of .a maxymum of 72 persons in

schedule.

»«Research Utilizing Problem Solving, Interpersonal Communications, Interpersqﬁal , ‘
* ( at ' » .

Influence and Preparin? Educatiomal Training Consultants-&.- Tﬁe P&annigg N
[ R . . o .

Committee agreed to conduct two workshops ber %ystemgéo that as manyy .
B , ‘D . I' o

¥ . - » . f
interested staff as possible could partic{pate. Participants were ‘given -

- -

P . , ~ . ;
the option of sei/;ting dates for tragning eventg on a first-coms, firsq;v

%

~
served basis. Approximately $74 000 was avail&&’art icipant stipends-

¢
‘Fhe Plang%ng Committee, after careful consideratidn, agreed to identify 50
. ;- X
participants .who would.be recruited for Preparing Educational Training
L d

Consultants-I training and b8 paid stipends for a portion of the training. - '
o o . . € . ‘
. - 1
p ‘ (Y




‘ .
The remaining 22 staff would participate in the program but would not receive
-

stipends. Between March 15, 1974 and June 29,.1974, 70 participants complqteq’
L 7 .
\ -
Research Utilizing Problem Solving, 61 finished Interpersonal Communications,

97 completed Interpersonal Influence and 72 finished Preparing‘EdUcationél ‘

- - 1
. o o . : .

Training {onsyltants-I. . —r— .

, . , L :

A condition stated by Northwest Regi®nal Educational Laboratory for

LR
e N

namihg Norport as a field test site was, to provide training at no cost for

. ~
. 13 -

— 0 I \‘ ’
not more ‘than 24 participants in Preparing Educational Training Comsultants-II

-

LI

.

and Preparing Educational Training Co%sultents—III. The Planning@Committee was,

- ) ! \ .
therefore, confronted with developing plans in subh a way-that only a portion ,

-

of Preparing Educational Training Consultants-I participants would be: offered
> I -
training in Preparing Educational Training Consultants-II énd Prepdring”

N
.

Educational Training Consultants-III. Potential partic1pants were informed
. : J . ~..'e"-

PR 4

that .following Preparing Educational Training Consyltants-I training, selegtion

-

criteria would be implemented to idéntify the 24 who would continue with the:

Y

advanced PETC\ systems.

. r
Selection of Participants

. Before the first Research Utilizing Problem Solving workshop in January_
1974, the Plannimg Lommittee inftiated the enrollment’ procedure, identifted
- . - " ‘ . « 3 . . ' -..) i .

the selection criteria and circulated -information and enrollment Torms to

L. R ! +

potentidl participants. Prior discussions in meetings with the wprkshop

-

P ’ - - .y
planners had résulted in the establishment of the «following”priorities and -

quotas fof JODS enrollment, -

Quota . - Criteria
36 Students services Applicants from Norport School District
attendance area

-;élmﬁfggminietrators Applicants cotmitted to registering for \j>\
jt/*”‘ b four 1nicial training systems’ *

5 Teachers ¥ - Applicants registeting for indiVidual
training systems
4 ' .
5 Community persotnel Date Jr receipt of registration

. . .

"




)

-~ ~
¢
L]

Within a week ‘over 100 persons had submifted applications. Eighty-four

applied for participation in the initial four systems; 16 applied for

. : 2
one system. - e .
The Plafffinga:Committee met 1y March and ranked applications according

- [y
N .

to published criteria and quotas. Fifty applicants were sent letters

f L]

“«

thifyingithem that they had been selected to participate in the Preparing

[y
L]

Educational-Training Congultants-I program.' Two exceptions were later

granted to individuals who contended that they had submitted applicatians ¥

-

through meil channels, though our office had no record of their receipt.
Candidates not accepted for Preparing Educational Training‘Consultants-I\

: sy
were given firsg'chance 62 enroll in thesResearch Utilizipg .Problem Solving

¢ - [y

v
workshop on, a space-available basis, with assurances that priority

o~
.

con51der£tion would be afforded tﬂgm for cancellations amoﬂg tpe 50 selected

Faced with the p0551bility of a reduction in npmbers of partic1pants,

- the -Planning Committee worked on a process for selecting the 24 participant$

Fel el

"who would continue into the Preparing Educatiofial Training Congultants-II

and Preparing Educationai Training Consultants-III tratning. r@é Committee

. . .
., agreed on a system of '"growth-rating," and enlisted the assistance of

Prepéring Educational Training Consultants-I Senior Skili Trainers to

develop a grdwth rating form which would be completed by each participant

bv one or more senior trainers, and byxone Or mbre participant colleagues

These forms would be reviewed by the senior trainers nd the project director;

.
\ ..

those who indicated interest in continuing with P parfing Edutational Training

.

Consultants-11 would schedule individual conferences &ith tHe senior'traipers

to agree on criteria to et prior to continuatiopf;‘

s o~
- . ‘ .
RESULTS OF IMPLEMENTATION STRATEGY '
- - ' .
In general, implemenmtation of PODS trainirg groceded according to

the schedule develop v the Instructional Division.

- [ / ‘ A \ | .

- . \ LT .
- S 094 . 63
. . ‘ . -

-




k3 . . .
P ' I'4 . :
.. o .
* Thoygh Level'II training ﬁsd.occurred during the 1973-74 school P
. i “a L
year those traineéd agreed to” ¢onduct one Level II ;raining program’
] P) -
during school veaf 197A 75. Partileants were assigned to specific consortia
L ,
£ g . “he Lo .
* within the system and in cobperation with consortium administrative ., g

[ - P —

personnel designed and 1mplemented gne Level II program. Level III and

- —— = e
-

,

IV ‘training was cohductej as de31gned 1mplementation of the Level II -

turn-around training.requirement occurred betﬁien‘ﬁeveIs III and IV.

e . - . ‘ .
Support for the program;took‘different forms. Some princ1pals enrolled

»

° in programs on a.gae time. basis, while others applied to ‘participate in

the entire progra;%g Some principali gave written endorsement, but offerid.
little followup or encouragedient to participating staff. oOne princiapl“.

. provided a participating teacher frem his building two hours per day ' -Eé }
? ,(\}ease time from the classroom to utilize his skills yith teachers

N .

and studentsain the bu1ld1ng ALl principals who had staff partjcipating

in the'program openly encouraged the participation'bv: a) providing 4

LR S ! *

I rélease, time from bquding assrgnments to attend workshops conducted

during the school day; and b) alIowing participants to be absent from 4
[ , - 5

\ -

the building™to do consultation w&th other school staff ot organizations

) . ‘
In addlthﬁ student serfvices adminiStrators were supportive of staff participgtion

L

L -y, ——
‘ \\‘ and prov1ded time at regional meetings fgr participating staff,to sbare >

[ -75 -
] \
whth othfrs the naﬁdre of. théir involvement-and the skiiﬂs being acquined
L, A ‘
Followfng conditiqns oqgiined by VWREL \each staff member who

enrollsg in one or more PODS components had the written endorsement of

his/her building principal. Each region's deputy superﬁntendent signed,
’ v

endorsement letters whith were sent to building principals The deputy

superintendent'for instructional service alloca@ed $QOOQ from his budget

. - ~
-

to, purchase necessary materials for conducting staff workshops.-
. ‘ . ) .

* ,
z . ‘
.

f—
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» Through a conbination of looal and NWREL re urces, 18 Norport School

1 " Diserict staff completed’PODS; this was the nujber projected by the Plannlng
. :Committee in 1973. Six more ¢ompleted aﬁl except Preparlng Educatlonala
- ! ,' LI
. “

/ Tralnfn~ ‘Consultants-III. The 18 who Qonpleted PODS previded tra1n1ng in

/ \ o
Northwese - Re01og¥l Educatlonal Laboratory 5 programs for approkimately

. - -
14

. N .. 109 other \orport School Bistrict staff / .In November, 1974 Soc1al Confligt

. . and Negotliﬁt(e ProblemﬂSolv1ng was offered to the participants selechd‘

! LY ¢ « " ~

“to®complete PODS. Two Preparing,Educational Traini‘g ConsulQants-II work-
. - shops were conducted in Detember gnd January. Arrangenents,wére made &0
/ . . T

offer Preparlng Educatlonal Tra1n1ng Consultants I1I tra1n1ng in Vofport

. N
« ] -

for the 20 ~embers remalning in the program. The Preparlng Educatldnal

Training Consultants-T1II training was provided between Yovember 21, 1974 a7
+ . * e ‘ . : - ‘ .
’ and Julr 11, 1975. Jable 2 on the follow}ng page’ shows the breakdown by Ce

f . ‘ - : é 4 .. P ' -7
occupationa. category of participants who attended the training.
-~ 8 - - -

.
. . ~ - -

Thirty of the 50 persons - completing Preparing Educational Training ’ L

- . . . . L P PR
Consultants-I indicated interest 1n\§ont1nu1ng; six»sof these were eiimina(go

"fcr faijure to complete the contracts-for persongl growth negotiated with -~

_«" _  the senior trainers and project director. Only one of the six candidates

-

- - - -

el*~1nated,conté&ted the referent criteria and this matter was dealt with

[ . 5t
- -

on a personal basis. One person eliminated himself during Preparimy . * .
/r i ,-0‘.4 - 7 . .

N - - ~
\\ - "Educat4 onal Tralnlng Consulta“ts -1L, training, and two others elim nated ’

[
-

-y hemselves dnring Preparing Educational Training Consultants-III; a ourth e’
. ‘ . * ’ -

- _ -

*

5&t¢icipant left the program for sabbatical leave between Preparing ’ )

Educational Training Consultants-II amd Preparing Educational Iraaning -
LY

Consultants-III. As theﬁcrainingquogressed,~Eilliam Ward continued to -
(e’ L% ” . - w
. ‘ - L ) , - S Te .o s )
meet with the Plarning Committee to.discuss ways in whicH plans cculd move ¢
. - '

-
‘s -

.

‘ . M : . . .
ahead v involve Norport School District personnel 4n the-final tfield testing
r . . L - . ) ! - .
of Preparing Educational Trainirg Consultants-II,*and the contipued develop- °

. " jment of Preparing Educaticnal Training Consultane€s-IIT and Social Conflict and
.t . ¢ T = . . ¥ »
\ N M +
‘ L 2 f : .
ERIC - " AT &
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and Negotiative Problem Solviﬁg. As of this writing, 21 persons have

conpleted Preparing Educational Training Consultarrts-II as part of the

fi‘!& test conducted by Northwest Regional Educational Laboratory.
.

—
-

Critical Incidents

During the P;eparing Educational Training Consultants-III training
in'April 1975, the No}port School”District's annual operating levy request
for 52.5 million dollars was' réjected by voters for the second and final
time. The district initiatea .mmediate measures to protect itself under

$ .
“terms of existing state regulations, by announcing non-renewal of approx-
imatelv 1,7Q0 certificated tgaching/administr?tive positions, -curtailing

further finan;@al expenditures and canceling most inservice training

programs. .

>

O0f the 18 participants in Pfepariné Educational TraiT&ng Consultants-

111, only 3 were advised that ;Eey would likelx be returned %o cIass;oom

- assignments. A number of participants questioned continuing with the |

* training programs. Fund; for substitutes fog the two teachers participating )
in- the training were frozen. Subsequ 'intérvention gy the installer

resulted in the restoration of substitute funds for one teacher not receiving

netice of non-renewal. Substitute funds for the teathe&»receiving non-renewal

notice were 'not restored; however, this person was resourceful and was able to

t——

. < r N . . . . "
Pa@rciclpate in. the remaining training exercises. Approval was given bv the

" Deputy Superinteadens to continue the training progran to completton, but -

witnout commitment of any additional funds.

-

With the approval to contimue training, participants' spirits were’

restored and workshop activities seemed to have a more serious flavor

than previgusly. There was free floéting anxiety and uncertainty about

]

future employment pdssibilities among the participants. :Emerging fiom
. : J . © ]
+ » this, however, was a realization for many that the skills and techniques
being learned might be _a_means to future sources of. support and

., ptofessiona? endeayour. Thus, for many, the PODS.training was viewed

L 4 -
.

.

Q :
FRJC as the "bridge over troubled water." .
Phrir o e 7 ‘

'




EVALLATION

< , . . )
Iwo evaluation instruments were eriploved during the PODS training. One

was a nodified versicn of an assessment form provided by the Norport School
. -
- F T T (X Ny
Jistrict Office of 'Stafs Deveaopment. This was used for Group Process Skills

=,

workshops. The second evaluation instrument was the growth-rating form used,

by Preparing Educationaf‘fraining Consultants-I trainees to evaluate personal

. . ~ ! " : fad
behavior and growth. The field-test” status of much of the training along

3

with a Northwest Regional Educational Laboratory "impact stf¥fy" being conducted

’ 4

in the srstem op Group Process Sxills and Interpersonal Infly nce at the same
3 ;. - . =z . 5 :
tize premised tc vield sufficient data from which generalizations to the loocal

situation could b@Pptoffered.
_ ' . o« R >
Using the folléwing scale &20 Group Process Sxills participants were asked

, -

2d Co Zour questions: N

Not relevant : Somewhat very Questions
relevant relevant 2,3,4

'23%s _. 678910 11 1213 1415

Not as good Similar Better Question 1

Adow would you rate this workshop as compared with other
workshops in which you have participated?

How would Vou rate the workshop as related to your needs
and expectations? -

How would you rate this workshop in terms of applving
knowledge and/or skills in your work setting?

How would wvou rate this workshop as having relevance for --
the Seattle School District?

Figure 1  baelow shows the results from the 109 participants who responded

—
[ . - - <

Figure l: Group Process Skills Participant Respenses

Not Somewhat . Very

Relevant: :  -Relevant Relevant

.

Z ‘ : 54%
17 2 o8
777

76%

" ‘ 3 ‘ .73.507%




-,

Preparing Educational Training Consultants-I trainers were asked to -

! 3 » N 3 ’ ’ ” ., I3 »
assume responsibility for their own self assessment as a means of identifying.
. _ .

skills and behavidrs to be acquired prior to continued participapion in PODS.

- L

During Preparing Educaticnal'Training Consuitants-l, participanté were
'l E
(aiéted whth the purpose and objectives of thg;crowth Rating Form. Each
. .~ .
rating forms. One form was completed by

%

the participant. The, second set was compléﬁed by a colleague of the-p&rtici-

acq

participant was given three sets of

N )
pant's choice, and the third was completed by the participants in consultation

-

with the workshop trainer. Tha participant and trainer then assessed the

reszlts and identified the means through which the participant could acquire

*
I3

the prerequisite skills desirable for continued participation in the program:
As explained earlief, the-prégram design specified that only 24 of the

50 Preparing Educational Training Consultants-I participants would continue

Y

into Preparing Educational Training Consultants-II. Prior to installation

.-

of Preparing Educational Training Consultants-II, only 25 of the Preparing

N

éﬁucational Training Consultants-I trainees judged themselves prepared to ”

continue in the PODS program,- The optimism and didication to the rigorous

schedule among those who did continue were impressive. No sgecific data

A

were collected as to the impact of the total PODS program on the Norport
system. However,,it seems plausible to infer from participant support of

) . - - .
the traiming that the sy3tem not-only fulfilled individuyal needs, byt also-

provided participants the support and'wheréﬁ{thali to effgctively'intervene

A

k : .
within the svstem. . e

Despite the levy loss during the Preparing Educationag Training
L4 . 5‘ - .
Consultants-III training and the implications of it for:both participants
and the system, the enthusiasm of the trainefs remained‘hiéh. MBreSbgr,.
the loss provided unexpected .opportunities for trainees to expérience énd'
. .

integrate the concepts advanced during the PODS. training. ‘Here,.at first

.

!

7Yy
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+ ”
~

hand,.participants witnessed and experienced a system struggling to .

malntain its~life-blood. There, were disparaging comments when the issues .

involved suddenly took on a very personal nature; but tdiroughout the '
o I'd "

i A .
resulting circus of events, participants' determination to conceptualize

what was occurring remained priority.’
. «

Perceived Outcomes . ’ .
& - v . .

.

- ’

The most significant results of PODS training at Norport involve ’ .

not the extent of organizational change, but rather the changes in the

- #
beliefs, attitudes, 'values and understandings of the trainees. Post-

3
»

training interviews with a random sample of participants revealed that ,

personal growth, awareness and a higher level conceptualization of »

d/grganizational change processes were the most frequéntly méntipned .
. - - [ " 4

perceived outcomes. Most of the partieipants viewed themselves as
-

- .

more skilled and more competent to make entry into systems to/do,OD

work.

“ —
s

Practioners and astute observers alike have-Pepotted distinctions
. .« : T

between those who participated in the program and gﬁose who did n§t2~

. .
Those trained were perceived as more assertive in defining their roles,

‘

more open .to taking-rféks, able to take more dctive roles in meetings,

. 4 Y b . » .
and more assertive in one-to-one relationships. They were also better s
' « ~ ‘

able to identify strategies and procesges used By éollea.ues. . )

h =

PODS.participants were able to jidentify ‘systems_problems tﬁat_pogld:,a

not’ﬁg solved by existing struttures. - quy recognized and identified -

- . o1 -

organizational resistance to changé'and’OD training, and’gue§tioﬁe6 the,

& . « : . -
potefitial for change in,rban edacational systems.- They learned through

experience the constraints orgéni;étions place on internal consultan&;.

Théy raised perplexing questions, sought ddta, shared ideas with one another,

- - -t ”
.




"
. ’

ques{éoned functions, pxperimehted with different roles for themselves,

M

[ §

and soﬁght in OD l;ter%ture the methodology and the theory to éuﬁport

v . .
their emerging views of organizatignss
~

¥

v - - .-

Relationship of PODS Training to Norport School District ’

-

Two ‘-major goals of the Norport client system are to provide full

“ o ‘. {
racial integration and to create among staff and students an appreciation

-

- ‘ -
*\ for and understanding of the valEF of cultural .pluralism. While

. expressions of racism and bigotry are seldom heard,, there is ample °

-

- evidence from behavioral cbservations of some staff anéjstudents-cf an
. ) . ¢

~

underlying attitude of white superiority:

Norpert Schoel District has created a number of organizations to °
deal, with issues underlyving the attitudes of students apd staff toward

. “each others While these organizations are responsib&e for some changes
. - 1

N i ( . . «
. in attitudes, stereotypic behaviors and attitudes contjinue to prevail.

> * Cojlectively these organizations have the<staff, resource and expertise

14

.

S ’ -
= to effect change. Cogrdination in and among the various-organf%ations
- =~ a [

A%

14
could enhance the impact that these organizatibns miéht have o staff

-

N 2

and student_ populations.

. L -
Staf.f are now provided.the opportuffity to 3ttend a 40-hour humat’ .

relations workshop. At these workshops, participants are gfbuped with

< 1

*others from their®home schools and provided assistance and time to

v [

- r deQélQp action plans for modifying -their schogls’ racial environmggﬁs.

- Techﬂically, the training stdff are to: a) provide ong&ing consultation
) - ] 4 -

* and follow-up to’ these school cadre; and 'b) to p;6vide ongoing coordimation

" -

’ E .

.for human rél%iions awareness activities within the system, :

. - - . ~ -
e AN
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¢ . N
‘have come from outside the system and there.was only scant evidence

“®

2
L3

) 12
The lack of coordinationm among the units comprising the Human Relatiohs

RS ‘ L4

Task Force’ﬂ!s resulted in partial goal achievement and’ program implementation.
R hd ' .

This condition has resulted in several problems. First, it has reduced

&

the “ffectiveness of the Task Eorce to focus on priority,district .problems.

* ]
. . X ' .
Second, it has led to the proliferation of additional programs, many of

e

which receive federal support goniest "These, in turn, have exacerbated the

difficulties in ecoordination of integration ﬁrograms.
. . .

[ -
-

rd

CONCLUSIONS AND-: RECOWE&DA.TI% .
‘ ' x, N . .
During thefprocess of installing PODS in an urban educationa system

-

where 0D work was a relatively untried concept, it became apparent ﬁét

while a nd" for change was openly acknowledged there wns{licttle consensus

as to. workable solutions beyond trying PODS. ‘The use of internal resources
' : N . ~ ' - » L

to. promote change was viewed with some sfepticism.- Exoeg;s/t£::itionally

e . ¢
that qupdrt staff knew .how to make effectivevgpe of consultation. °

Experfé were generally viewed as people who hadsthe answers, rather
o J
than as advocates of processes that permitted staff to identify and

N N . ‘
deal with issues of their own concern. . -

Issues arose around ''credentials" ofit;ainees; after 411, only
M . [y - -
- -

- B . \ . -
yesterday -these same peoyle weré ofteh perceived as no more skilled "

R v - - rym T {
than any other teacher, adxninistrator or student se.rvices worker. #An

implication of this was a questioning of roles that trainees began to , _
. - _ . . _ *
assume. This is a desirable question, in view of the. concerns which lead

" ‘

—

-.t® the installation -of the PODS system. Before this issue.could be —

. : N
adequately addressed, however,, the system-was confranted with failure
‘ -
of its annual levy. The subsequent redut{ions in staff made the issue
a moot one. .o , g '_ ) 3
: A Q
72 . ~ - - N -
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'i.rith .the bd:ard of - educ’a'ticn

.1dent1fy the, need Yor change!: before the training is ufiderway.

. B N » . .
succtess. ' o Cve Y. ‘ s
\ . .. . " s . * .
. . . - . \

) . ’ . v
. ~. . » '{ - N <« . —_—
e i co - w . ) . ,
- \ L( ‘ - S » FE 1- ;
p The heeds the tralrf'ng served were not, eliminate?i\by the loss of

¢,

. T t* .
£ inar ial‘- support .

e

g
lunlted resourcés, the prlorlty of the system reverted to prdv1d1ng a-

L ; -
hasic educétion'al program. With no rellef m sight in.the 1mmed1ate
7 ’ ’ -
future and ‘uth most of the personnel who recelved training no longer
.. s - S

“in the system, .the, fut"ure of ‘0B worL\m the Vorpﬁort Public Schools appears

- » . N

- or .

¢
d-im. . L ; \ -
. ’ . .

‘
5 .

in the o.rganlzatloq one should make initial contracutal agreements in
SN [ 4 . .
order to §ucceed. H now~re‘co§mﬁends that:
$ s N . . , - .
ar& the'superintendeﬁt; and b) a, tedm of

\ .

vy )
exter;.al OD consﬂtlants’ (see Chapterl) be employed at th?‘outset ;

. .

to collect and analyze data to help the board and the hupetﬁtendent

94 . f - [Y ,

Pl ~

In ,
<« . . [y ‘

B

ay, the trainees could serve as research associates with the
¥ L

.

extersal OD consultants. #n additlon, trainees would probably }irq:t

thb

their practicum pr"o_')ects toward the problems and 1ssues deemed more

\ ° . , . -

cr1t1cal .by the §patd and superintend\ent
R VR > w ‘

a'nswere j!rly, the PODS trami,ng woyld-have a'much grea.ter chance of

3 - s

4 <7

. .

The system's inreMal installer seriously questions at what level

a) the contract be -ﬂegotiated"

With ttue legitlmacy question

If anythmg, theyé were exacerbated' But with severely

-

£




/ . o « « OWAPTER ‘4’
‘ - PROVIDING INTERNAL ORGANIZATIONAL DEVELOPMENT ,
CAPABILITIES IN A SUBURBAN SCHOOL DISTRICT S

. N
- N
’ . -

" . 3 ‘ M . . ¢ s
The_purpose ‘of th?s case study is™jo describe the actions and

P

g; y . " dvents involved #n efforts to implement an ¥nternal educational training '

© ) -~ e . . ' h
"y L* . consultant program in the Capitol County Public Schools. CaPltOl
’ .

T ,County is a large suburban school district located in the. Southwest It | “

e ' - s ’
& . A - Jl
i‘."h is part of a ma%or metropolitan area. Capitol County is formerly rural -

area"®irat exper,ienced rapid residential growth during the 1950's and |, *
. . ’ ~N . . . © ' , .
1960's. Now it is predominantly a \izhiteg/middl,e class residential ;
- . b ,- ] * - M

district of approximately 400 square miIes. ‘with.a population #F about -

. - \ Ly R
» 500, 000. The 1974 median familv income was approxixﬂtelv $21,000.
- &

Thé sdhool dlstrict is directed by a school beard whose 11 members

’
L4

are appointed by an elected county board of supervisors. The school !
. : . .\ cr $ .o

Ny

. N N
board selectd the school superintendent.® Ther,e are approximatelv 135

)

& elementary schools, 22 intermediate schools, 22 hi%h schools and 4 4.

\ secondary (grades 7-12) schools serving a population of 137 000 students.

. Elementary schools range in size from 200—-1000 pupils. In{rgediate -

/ . - : -
L ' schools-ﬂhave from 800 t&. 1400 students High, school populatiéns range
e 5.
"fron 1000-4000 students. : In addition, there are several Specia*
‘: . : ". 4 *y . .
- Education Centefs® that serve the physicaily, emot’ionally .and mentally .

handit’:apped.' T‘ W - ’ @ a

72

’

* L The 3chool district is decentralized Each of its foyr: geographic

-~

. 4 - ) -
.. areas has an Area Superintindent who s responsibIe for managing approx—

imately. 45 schools and 35,000 students..%ch Area Superintendent has a . S,

.

- l‘ " . -
! . staff of about 20. The school district employs apprpximately 8,000
‘ * - C R ] ’ ) RPN
« certilficated- educational persgnnel and 6,000 support service personael. '
bt - %, o ~ . . a - 4 . Lo

b ~
. f




.

' ’ v T ' "
Of these 14,00@; épproximately 6,900 are teachers and\lggiiif administra-

tive or managerial personnel. The central office staff provides the o

administrative and staff functions for the superintendent; it consists \ |

- ~
of offices for Personnel, Curriculum, #uppdrt Services, School Construction,
\ 9

Finapce, School Community Relations, Planning Services, Human Relatidns

.

.

and Administtation (see Figure 1). . : . : . '\\,/

1
LS

N - .
Area offices are composed of Content Subject Aréa Specialist;

\

¥

Specialist'ip Budget, Transportation, Med}a,,P&pil Services .;Food Services,

.Plant Operations and Special Education. In additioh, each area has a
v
. 1
four- 'to six-member staff development team. The teams consist of former
. + . “, -

classroom teachers who have been relieved Sf‘their.clasgroom responsibil-

i

3 . - ,
ities for one to five years. Their purpose is to assist teachers in

improving,tbe_insgguctiégal_pqura@s._,A__ Lo L I,
. . -
Capi?dl County ?ug!;c Schools provideg)its students with a quality

N

education. Over 78 percent of the graduating students deek post high .
] : \ , '
. school edgcations. The dropout,rate is less than % percent. There is

high étaﬁdard of achievement: s apitol County Public Schgglé' students _°

.
- y -
k above the 50th percentile mationally in standard achievement .tests. »
o , - v B} .
Moreover, some 1975 compunity surveys showed that 75 percent of the . s
- kY

population supporf and are pleased with the performagce of the school system. g 2

. L. ~

" Prior to 1970, the internal training and staff development efforts

L3

. »
in Capitol Coun¥®y Public Schools were limited-prtmarily to conferences

. -
and orientation sessions during the fall, evening college credit courses

for teachers, and ?aff development programs fgz.teathers aqd principals
during the summer. Ins 1965 an Office of Sggff Development was organized .
C » . ° ..
rd -
under thé’direction of the Personnel Department. .JIm the'beginping, its '

. * 't‘; ’ » - 4
staff development functions wgre gonfined to establishing relationships i : 4

- . ; . . .

- L) + - . .
with logal universities~amd#providing college credit offerings for
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employees. Many other’ staff deWhklophent and training functions were ,
’ . : ‘ : o\
developed, implemented and maintained' by other departments in the central
* . i
~ N
area offices, - . ,
. . vl ’ T .s :
v

As the system matured and as its staff'developmenﬁ‘efforts became PAL, A

more sophisticated, staff in the Office of Staff Development and Training

« o=

determined that the*folldwing district needs existed: .
* . -
LAY * g

1. To develop'a coordinated‘staff developmﬁnt effort where,
the({efforts. qf the various subunits pf the organlzafion .
complyment one another
To inckease tHe degree of communicatlon and joint
.plannlng among the various units planning =taff deve10p-

ment and training funceions

.

To implement a systematfc approach to planning,
implementing vand evaluating staff development and
training-functions

I3

To'provide a management training 5rbgram to assist .
in improving the efficiency &nd effectiveness of the
lime' and staff members within the system

+

In the lage 1960's and earl 1970's, it was the perception of

o

OSDT personnel that the problems and needs accompanying the staff
3 g . /

;

.Qevelopmeht and‘i:ainiﬁg functions were applicable to many other

v
+ ‘ * ’

> ’ 5"’

Dureaucratlc Droblems ex1sted . ) .

runctions within tHe dlstric?- These typlcal organizatlonal and

.

-
R -

1. ”Turf” or. territory issues, resultlng in competrtion
among the various sybunits . O
< .

p
°

2._~Poor communicatiov both amotig ‘pesrs afd vertically
along the chain- of oommand .- ‘ S
3. Prevalegce of thé 3queaky wheel,gets the grease
@uec1sion making
>
4. Lack of clear role classification

v

o

Few clear tines of power %nd authoricy

Unclégr goals and organizational objectites
, . ’ \ ¢
- ’ ] h . . ! L .
«  Direction of -staff energies toward in-hHouse
drguments and maintenanece of segrecy,
* (




> r .
- ’ »
+ 8. YNon-merit-based hiring criteria
. »

9. Pressdres to Bperate without providing adequate
plannirig and preparation for change T

¢ e, ' . . . ~—

10.+ Uncqordipated implementafion\of yaried programs, :
leading to a multitude of’directiops lacking in
contigg¥tv and commen purpdsés ‘ 4 %i

/\‘

11. Breakdown in emplovee morale due to’ an .ineffective ) /
evaluyation system, causing misunderstandings of » = .
advancements and rewards

.

12. Unconstructive management of confl}ct Se T e, .

+

jor identified needs ihcluded: a) an efficient planning and budgeting

'
procass; b)-a human relations program; c¢) new, alternative wavs of

educating students; and dj diminishing the discipline problem.

-3

THE CAPITOL COUNTY PUBLIC SCHOOLS STAFF D;‘ELOP.

The stated mission of the Capitol County Public Schools 1is: to

- share in the communitv ] responsibility for the development of each

student into a citiZen who can stand confidently‘/p/jticipate fklly.
learn ¢ontinually, and contribute positively in his/her,world " As a

result of this statemeng, the following nine goals have been formulated

- o’ >
for the district' ’ -
1. To insure)that each student develops proficiency in.

baSic academic skills L )

*
'

+ 2. To insure that each studegt develops‘the capacity to
'recogqize, confront, andggggE-with the wocial, economic, ,
ard, potttical problems of unknown futuse ’

«. 3. To insure development‘bf‘each student's individuality
within the context of social responsibility !
t v 4 ’ - ) )
. ' To insure for each student access to particﬁgion
in cpltW:al arts and phyeical activity experfﬁnces t
N o e
‘To insure that each studéﬂt develops. al knowledge

=~

w

b and habits that contribute to physical ﬁﬁd mentdl health

~ N s.-;‘.'
7 . ,’fg:" -

c S v -

L;r

”\




o . l ' |
- ' * - ) \ \“
: ’/7: T
6. To insure the development of positive interpersonal
PR ) relationships among students, staff and community R
s';’ .
. 7. -Po insure that staff, students, paremts and other
‘ citizens are’ affggyded maximum feasible participation ’
. " in the development and evaluation of ' programs and
policies that meet the educational needs of the
comﬁunity :

* é. To insure maXimum effectiveness imw the-<allocation
of human resources -
B ¢ ' .
9. To insure maxﬂﬁum efficiency in the wtilization of
material resources , '

Acc@%ding to the Garitol County Public Schools policy, all school

>
- : . . 7
division plans and programs are to be designed and implemented to pursue

one Oor more oOf tgese goals, as applicdble at the local school or admini-

A
N ’

strative office level. The planning process to be used is described in
- 8 .

a planning manual distributed by the scheol diStrict.

4

*

HISTORIEAL ANTECEDENTS

J x

. . j * *
During the early 1970's the Office of Staff Bévelopment and Training
. " . ) S ) p «
was given responsibility for: "a) developing and implementing a mapage-

. ment traié&ng prégram; and b) impioving the coordination of stﬁff
. [ . . " .

[

development and training efforts within the distrié¢t. Other district

units were assigned the tasks of clarifying roles and‘linéé of authority,
. ) “o

implementing,’a management and planning system and improving human relationms

B

* - within the district. Human relations efforts were to be developed that

would help deereasé'pibblém; of racism, gexism and‘discipiiné.
. A .

In addition to'the ass;gned responsibilitigs,,fhe Office of Staff

»

Develo%ment and Training, on its own initiatjve, took on the Egsks‘of:

' . ‘ i

- a) improving the nglﬁty'of training by exploring alternative ways of

.
.

, L . .
fraining,ttainérs;,By\pursuing alternatives, for helping resolve conflict,

competitién and distrust within the district: c) developing theans for

'
?

[ - '
.- 30 | ’
‘ - . . .

v

R ﬁ ' ' IFE : ;o
: N J i :

—_ ) ) / .

ra



. improving communications and,the sharing of information-for planning

L 8

- 1

staff development and traindng functions; and d) attempting to apply a

systehs approach to the development, implementation and evaiuation of

- B

training function's.

. —_—

The flrst effort of the Office of Staff Development and Trainlng

was to applv a systems approach to management trainlng occurred'during

the’l97l 72 school year. During that year, representatives of the

various units (areas, central'office and principals) met frequently

to determine training needs. - Based gn the representatives' percejied

needs, they implemented a pilot management tralninﬂ'effort for a gotal

of 120 managers during the spring of 1972. Sessions were offered in
*

assessing school needs, observation skills, leadership, and interview

skllls

— —- P e T —

Following each séssion, participants complete an evaluation form.

-

This input provided inform#tion on additional training needs of managers

&y .
within tg% district. - As a result, other Inservice topics were developed

and oifered to over 300 manééers in the l972173.school year. These

included: dealing with community}sentiments, evaluation, improving L4

~- @

interpersonal relatifoms, utilization of human resources, legal aspects _

of education, improving the training process, and grievarce procedures.
A ' A

L
Continuing fgedback from the 1972373 participants led to a

reorganizationyof the offerings for 1973-74 and improvement of the

t

AY

level of training evaluation. During that ‘third yeazy 14 courses were

offered: interview, skills, eYaluation, assessing scHool needs, ~ '
In !

)
observation ski¥s, leadership, decision making and conflict management,

employee motivatlon ,and introduction to OD, Research 1 tilizing Problem

Solving, Inte&personal Conmunications, Group Process Skills, undez-

[ 4

”~

31

standing_unconscio di criminator} behavior, griévance procedyres, ..
ca . % = : ; s
? . . [t \

Y

-

. . . ()1 - . . ¢,
' 3 ' f ’ v . . N * \‘ \.
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LN ) . .

-
«

community expectations, and legal aspects of education. These were

’,

. ' N . . s
organized around the four basic managermient training areas of personnel

. i
manageméng, numan side of management, race and sex bias, and technical ~
- ' ’ » \
aspects of management.
The evaluation design inciuded identifying behavioral object;vé%
for each course. Participants were asked, on-a pre/posE basis for their
reactions to their level of *performance in meeting these objectives ) K
i prior to training, versus their performance capability following the
A -, L4 " -
* ! training. In addition, each coyrse was subjectively evaluated by each
participant imﬁgdiately following training.
B A M
, Some of the primary concerns in offering this type of management
training program included: . e
1. A need for sequence’toward terminal “career ends, as
opposed to a cafeteria style of offering’
- 0 2. Emphasis on behavioral aspects of management and the
resultant tendency to neglectethe scientific principles
' of managing efficiently and effectjvely
: 3. Uncertainty regarding participant selection g¢riteria .
¢« 4. Inability to determine ther skillg learned In AN
training were beigg app d later on the job ‘ -
) 5. The effect the organizational climate had on .
reinforcing the application of neyply acquired, i
-~ skills )< A
3 . 14
6. Uncertainty as to whether the skills s¥zed in
~ -
. training were the ones most needed by the managers
- in improving their 'levels of performance ) . T
. -os , ' (Y .
- ¢ In addition to these concerns was the fact that prior to 1972
> " Capitol still had not implemefnited .an internal program to train trlahrs.
-« . - . :
. ~* Instead, external consultants were utilized. Not only was this expensive,

’ - t

but there were not internal staff trained to help system~eﬁployees deal

. -
with the problems/needs id¢ntified earlier. “Moreover, Capitol had’!g
) & = . oL -3
capability fcr helping trainees utilize new skills. T, -
N “ . . )
.

0 .y . .o - 97 \

PAruntext provided by enic [N . L c
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As a }esult of these perceived needs, Capitol began exploring
t

alternative wavs to develop -ar_ internal training ctpacity. JInirial

’

exploratory efforts of the 9SD/T Staff i1nvolved reviewing available

N

alternatives. The program thev were seeking would train 1nternal staff
T . . . .

0

to errectlvelv apply a systems approath to designlng, 1mplementing and
evaluatlxﬁ_tralﬁlng and to utlllze group process skil-ls in providing
experienced based learning for trainees. In addition, the internal

tra1ners could serve ‘as eonsultant/tralners to the organizatlon in

Y

meeting the perceived system needs identified above.
Office of Staff Development and Training staff sought the opinién

of managers and teachers on several questions:

P

1. Do thése needs actually exist in the district?
. . ) S
Would the svstem benefit from hav1ng personnel/
trained to utilize the skills needed to solve the

problems? R ‘/{5'1 o
vy N ’

Could the ‘supervisor, manager or teacher use these
skills to lmprove her/his own performdnce?

y; .
How could or would fork on these 1sBues i'nprove
the education of . ‘\

N . T . \r
" Records were .not maintained on ?'gumber of employees quastioned, nor

was anykg_vstematic met‘d i . However, based on peri

. - -"/, - .

N ~

ceived 'reactions. sbese*eeds were verified by almost 'all emplovees

N ' .
interviewed. “ 's ~ . v .
. Y

a
surlng thelr e&ploration the Office of Staff- Development aéd i

. \

Training staff contacted several universit:ies and private consu.ltants

- F *

They found generally that the capability ex;lsted for consultants to ‘
9 - ' N ’

P v v

‘design unique training experiences to fit Capitol's ne%ds; however, the
. » ¢ . .

-

. -, N . T . '
P c‘)sts would be extensive, due to the time’ involved in the assessment,
3 3 y

. [y . R .. , .
. design; a®¥ evaluation of such a program.
£ .

( ”

'
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TMPLEMENFATION STRATEGY & o '
A ) . i )
In the early fall 3; 1973, an area superinterident implemented a
“ oL ’ .
, . - ; . \
five day Nprthwest Regional Educational Laboratory training program

- -

entitk&i_ﬁeseafch Utilizing Problem Solving. / Twenty-four selected area

- . L

N

T staff,‘principals an% assistant principals attended. During the week
i s . .

¢

of training,'the arda supeiintendizy/zahtacted Office of Staff.Develop—

ment and Training personnel. He asked them to visit and obserye the

-

program and to .discuss it with Dr. Willidwm War&,'the'Northwest Regional

- « I3

' Educational taboratory. representative-apd'trainer. An Office of Staff
r g . e N ‘ I
Development and Training representative complied with the request, and

also talked with participants in the Research Utilizing Problem Solving

7 -~ »
, !
program, ’ . - i

-

- . - - o 3

. '
i . .

enthusiastic and complementary of ‘the tigining,\andAthe superintendent

. ‘ S » . o
as very,interested in pursuing implementation of the PODS program in
her area. However, the cost involved prevented her from“completing

.
1]

the entire program in her area; she felt a country-yide -program would

A

be the only possible means of implementationn Offié% of Stqff Develop-

‘mehfiand Training staff were !!;ewhat skeptiéal of tgh\ability of
pre-packaged programs to meet the sﬁé ific needs of Capi;ol County
Public Schools. They wegé also coﬁcerned about salesmanship oriented

programs and their costs. . . A ’

'Initiai‘EgploratofzﬁMeeEings

At this stage it seemed important that the Office of Staff Develop-

Jment and Training not endorse the program. Rather, it could be most

helpful by providing a proces&ihich woltld involve représentatives from

—

the various system offices in problem-solving discussions on the merits

" and potential benefits of PODSm The Office of Staff‘Development and
[ : ) )

84 ;o .

B ' 94 . e ‘
. 1\ ’ ) : ‘ Lt

The Research Utilizing Problem Solving participants were very ]




Vad . -
.

Training staff wanted to be the vehicle for: a) communicating the /

/
-

. recormmendation of unit représentatives; and/ b) encouraging eah repre-

. . b
sentative to seek hér/his unit assistant superintendent's opinion

" before deciding whether to implement NWREL's programs. It seemed
critical-that the Offiqe of Staff-Developmentla£§,Training'staff model
~ .. " S - . .
cooperative problem solving behavior, and not use the progtam as a

-

mechanism to gain power and influence in the system.
o

- . ) : : .
To initiate the series of meetings, thé Offfice of Staff Development

- and Training staff contacted those area and central office personnel
- . - ‘ . -

. -4
. :w{lh whom theyv had close working relationship§\<ﬁd with whom they. had

s

~djscussed district training needs. ‘Representatives from each area and

entral office staff were asked'to attend a meeting~with the Area I
-~ l N

Superintendent and Ward to: a) learn about the Northwest‘RegiOnal

A ' " Educational Laboratory program; and b) seé whether it wOuld‘megt thé

T} needs of the district. ‘ .
‘ In making these contacts, the Office-of Staff Development and

‘ ; / . 4 ~ -
Training staff discovered tMat two area representatives were already

¢ g E4

familiar with Northwest Regional Educational Laboratory's work %ﬁd had
. . 3 \

4

participated in one of its programs.

{

Both were asked th
e L]

attend-a

preliminary meeting.wfth Ward,

to share their perceptions of the value
. .

of the training. Had their experiences been negative, they probably .o

would urge that the program not be implemented, or request additional
' . . . 3
- ., evaluative data prior tq the representatives' meeting. However, these

- two representatives were positive after Ward's explanation of PODS,
L - - B .

4 0 ’ . :
.and encouraged the Oifice of Staff Development and Training staff to

. : L4 - [ /‘
contimyre plans to meet with other area representatives, T

. N <

. ]
. The Office of Staff Development and Training staff felt that

v ’ : ' :
alternat}veé‘foi funding the. program ﬁauld,be iaIuagLe information for
. A A - /,‘" ! ' l§~ - .- .;' I b 85
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s

z N
the me®ting of all office representatives. 1In p}'fe’paration #or that, they
. : . .

arranged interim meetings with col"lege representatives to explore whether

Yorthwest Regional Educational Laboratory programs.gould be offered for &’
) . . \

college crgdit, with the cost bein arsﬁnged through the county tuitio:

¥ : - : I
reimbursement program. ) ce o . 4 .
f * . ; . - vy ' v -
& solution regdarding paymefit for the system was reached. For the
- - K .oa * .

time being, it was assumed that-a local university would ®ffer the . \\ )

- . d

coux&s for credit and consider, them #pplicable to a doctorate program.

v

‘ . .
Capitol County Public Schoolshhad available approximately $180,000 per

L1 . -
" yéar to pay employees' tuition for college courses. If a local imsti- .

tution would ﬁgree to allow credit for the courses, then Capitol’
County Pyblic Schools could utilize the tuition reimbyrsement progra(p
& -

to pay for the first cou for dach participant. . Then as courses wéﬂre

: . ’ . -
reoffered,ydistrict staff|would be used as instructors‘;' the hormai~—
tuition cost of the instructor's-salary would be used to pay NWREL for -\
providing the courses. ,This would also.provide sufficient funds to pay

the sponsoring university's overhead. 6 Finally, participants woyld pay "'
their own material fees. . . N

NoAn examp;e of the available revenue\is shown by the implementation “(

of the Preparing Educational Training Consultants: Skills Trainer

’
. . [ N
class. The cost c'nargéd: the system by Northwest Regional Educationa]l .

~

Laboratory was $lO,700.. Twenty+four persons were 'trair}ed tog traine: L
A3 . - . , .

others in Grpup Process Skills. ' ) .- ) o
’ . ‘ ” ) * ., o . , . ]
During the-summer of 1974, Capitol ran its staggard summer staff

rdevelopment program to improve teacher perfqrmance. _A local university

ttached credit todthe Group Process Skills proérém' épitol County R TV

i

ublic Schools furr;iished the instruct’or. S~tanda/-r'd tuition would ‘have \
; ) X P o

'

b‘een $70.00: But since Capitol Counmty Public Schools staff served as’ —

- v




’ . LI
,

the district paid only abolit $38.00 per participant to «

the university for registration an@;pr@ééSSing credit:™ This left a
Bk R} R

instructors,

i

balance of $52.00 per enrollee to be paid by the tuition reimbursement -

program to Northdest-Regional‘EducationaI Lagonetori.
The; Dffice of Staff Development and Tralning had established

positive relatioﬁshtps with representatives from various collegee, by

organizing: pany experiences for college credig for Capitol empioyees.

Harry Neal of the Office of gtaff Develdpment and Training staff

LY

decided that the uni;ersity most likely tg be interésted in this

.

\ , .
program would. be one that could offer'a doctorate degree, and was

willing to be flexible in offering programs to meét unique needs.
’ . i ' v »
He contactéd .representatives from universities to seek'their opinions

as to,whether Lab programs could be offered tor credit. The/teply was

. positive, and the pteliminéry work for the meeting with the Northwest

Regional Educatiopal Laboratory, Office of Staff Development and
Training and gagitol Ceunty Public Schools representatives was finished.

gzﬁtem Review of PODS

' Meetings with the Cabitol Coenty Public Schools representatives

-

_began in January, l§74."~After the representatives discussed the merits

* needs,

. of the»program and explored Capitol Cpunty Public Schools'
1

A
-of each component.

+

the

Office of Staff Development and Tralning were ready-to recommend that

1/?

PODS be 1mplemented.

would examine~ participants!

on chree‘questions:

%

1. Can skills be utlllzed to- improve personal job

performance° ~
f

-

AY

2. Are the trdining capablllties being used to train IR

others?

Ve

‘The Office of Staff Development and Training
"reactions’to tge'ffaining at the completion

“Evaluation of the'program's merits would be based

-87
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. 3." What impact is the turn arqund tralnlng hav1ng7

v

They gomld %g'tlnue with PODS as lonj as it seemed to be beneficial and

- . shoqed potential for improving the system.

-
e

The next step was to seek approval.from top Capitol County Public
R * ) ’ * S Ty
Schools administrdtion to implenent the praogram. Staff began the task,

of preparing & presentation.and making plans to present ,it to the super-
H . § - N » 3 .
intendent and his sgeff. The superintendent's' sthff members had already

’ L]
'

been ;nformed o§ Ehe interest in the program. Theybhad met with each of

ﬁ\\ their representatives, who in turn:had explained the program to their

.

bosses.

” P . . P " '
-
-

Neal prepared a presentation to: a) explain the needs of the ‘

, System as perceived bv manv of its employees; b) identify the expected

; outdomes gf\PODS; ¢) explain the'pomponents and the cost impldications;

d) explain alternative ways of paying for- the prbgrauﬁ and e) recommend
N > " -
. that PODS be implemented on a trial basis. He then briefed his immediate
Y] .

supervisor and his superior, the Assistant Superintendent for Personnel
. ’ S

« N .
Serivces. Both of his superiors were extremely pledsed with the’group's

fforts. They mdde some suggestions for improving the presentation, .

and encouraged Neal to take it to the associate superintendent for

. personnel and instruction. .

The dssociate superintendent was also supporiive, and made further

.
¥

. suggestions on how to imgrove‘the briefing in preparation” for meeting

with the superintendent. Neal and "his supervisors bela a final dry

run briefing. Flnally, they met with the superintendent The enperin-

‘

tendent would not give his approval.~ Rather, he asked that his staff

/} be briefed and that they m%ke the_decision on’whether to implement

¢ * PODS. v
N = " . [}
“‘P\ ¥ r /?
. ’ '< -
. . . , 2 .
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Aruitoxt provided by Eic:

he briefing to the superintendent's staff went very well. It.was

Neal's feeling that the groundwork done with each of the superintendent
A
. - [N
staftf member representatives had been very helpful. As a result, tbey
~ '\ ‘ .
had scme understanding of the intent of the program as well as a sense

of the needsiidentified. There were no dissenters among the superin-
v

tendent's staff. They seemed to have, without voting and without full

y -
cénsensus, a concurrence to implement thé first PODS component on a trial

4 —

basis. ‘At least they operated as if that were the case.

Following the briefings, a memorandum was sent toQEhe superintendent,

. &

)

asking offical approval to implement the program and explaining in more

detail the expected outcomes and strategies for implementation. Written'

-

approval was received from the superintendent. Fach member of the super-

intendent's staff was sent a communication that:

1. Requested identification of staff selected to.become
members of the tadre and to participate in the three-
vear training period

Explainedr each Northwest Regional Educational Laboratory
course

.
a

Explained how the system could be funded through the

tuition reimbursement program
\. .

-,
-

Outlined steps for linking the trainiﬁé to.a(a
program -

-
'

Over™a period, of a month, the names of the participants from each

area and central office departﬁent were received. Several briefings
were held with interestgd,participants to give further explangtion
regaraing ﬁ;ogram sequence, outcomes and investments. As a final step,
communciatién identifying the targét data and specﬁfic details of the

first training effort,_Ip;erpersbnalﬁC6mmunications, was forwarded to

all participants. ' .

n




ERIC

Aruitoxt provided by Eic:

) ' . -

Kev Issues of Implementation . : %
The steps apd rationale for exploring the Northwest Regional
Educatifnal Laboratory Program with each level of the Capitel Couh&y

Public Schools hierarchv were discussed in the preceding two segtions.
1Y
As ‘explaiped above, one key ingredient in the decision making process”
\ < a / ’ *
was that' each memher of the superintendent'ﬁ staff had a representative

a N

who was influential on the original exploratorw task force.
Another critical issue in the installation process was the system's.
access to a lpcal college or university that could offer credit for the

Yorthwest Regional Educational Laboratory experiences. This was

crucial, sincé the plan was to'pay for the program by utilizing funds

/
4

available for college credit courses taken by employees. It was also

a factor in motivating employees to pargicipate in the program.
. ,
Moreover, it would take approxdimately three years and-over 600

- . .
hours of training for the 24 selegted participants to complete the

-

PODS program. Thus Capitol Schg;ls managers desired to involve a local

university from the beginning, h

<

ping they might offéer credit that

tould be applied toward a doctorate in-education. Followlng their

initial eXploranry méeting, Office of Staff Development and Training

'

staff began a series of other meetings with.Central representatives.

-
A3

During that fall of 1973, Capitol County Public S&hools was contacted

-

Py Central representatives, including the Dean of Educatien.’ A close

"working relationship ‘developed with the universitv representative and

Office of Staff Development and Iraining‘sﬁaff felt Central would be ?
the university most likely to join with them in this project.

Neal contacted a Central representative to arramge a second meeting

- v

between Central and several Capitol employees who had been on the
original tasx force. Specific requests for credit courses and

‘)'- . N R N
£90 .-
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Aruitoxt provided by Eic:

‘Y \ . ' »

VR

épplicac1on,of PODS credits toward a doctorate in education welre made,

.

The results of the meeting were very encouraging. -

Arranging credit for the first two courses, Intpersonal Communicatio
i A - .
5 L

and Research {tilizing.Problem Solving, was fairly simple. Central
. . . .
‘University was sent the necessary material regarding‘!ougséﬁBbjec;ives,
' ]

. i . .
content and instructor qualifications. Central appraﬁgd these courses §
- \ -

and instructors for credit within several weeks.

L

The third key imﬁlementation«issue, partiedpation seléction,

- .

became a more invodved and lengthy process. First, the staff at Office
aof Staff Development and Training prepared written corresbondence on

cost and descriptions of courses for the superintendent and his staff.

: : ~ : - ‘ )
For maximum impact on the system, each unit had a designated number ' of

»

slots for participants based on unit size and iesponsibility. The

number designated 1in the correspondence was determined by the Office .

of Staff Development and Training, "and each office knew the-numbher of

positions given to the others. Superintendent staff members selected

,their owm' program representatives., This provided maximum involvement
* . -

s

and accountability for utilizing the newly trained staff hembers within

-

each area' of vesponsibility. It also helpfjkpsovide system-wide cbm@it-
- . }
ment, ownership and involvement with the 'program.
The names of staff members were received from the area and assistant

superintendents. - Each' participant was then notified of the %irst

B

' .

offering. Obviously not all who were interested in the program could

.
-

-participate.as members of the first group to be trained. Consequently,
the Office of Staff Development and Training staff feit‘ceftain there

were_sdme negative feelings about the selection; however, }hesekwere

R g

never brought to their attention. This lack of openness was attributed

to Yhe fact that. the.superintendent's-staff made the selection, even
> 4 p -
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.

. .
- . :
. - s

though thereé was clear understanding in the beginning as-to the ratdonale

K
.

for selection. Furthermore, the authority ¥%$ﬁre in*each admimistrative’
. . ) o
P * i
rarea was the decision maker.

’
-~

, ' . ; § s
There were also some recommended criteria for selection. The
¢ .

: . .
- “bffice of Staff Development and Training staff recommended that person-
- ‘ﬂél who served in staff capagiéy be selected in:the;%irst.éroup. This .
]. entailed seyétting personnel who serve as trainerg and consultants to '
line staf{. The reasons'for this were that: 'é) staff personn;l already
- - - ‘ -

perforn training a consultant tasks in their jobs; b) they were moré

likely to urilize Hl newly acquired skills; c¢) they were the ones who
r e f .
' '

, could best be providedsrelease time to-.be trained and to traid others;

,and d) they were the primary decision makers on .what and how staff

v

developrent activities, woulJ be offered. |

SYSTEM TRAINING ‘ -

‘

i Training for the cadre of 24 CapitoleCounty Public Schools staff

bezan with a week-long Interpersonal Communications workshop in the

. ~

» Spring of 1973. Research Utilizing Problem Solving was conducted one \

. - ’ .
month later. Preparing Educational Training Consultants: Sk¥lls

. Trainérs was held in the summer of 1972, The summer statf development
. , . .
program, attended by 400 stafff in various courses, wds utilized to

A

~ .

provide turn around training. Preparing Educational Training Consult -
’ » . - v

—

ants: Qonsulting and Social Conflict and Negotiativé Problem Solving

. .
\ ~ ~ .

were conducted during the winter of 1975.

. . b

. /!s of -Januaty 1976, the CépifolJCity cadre had completed six pf
. ‘ =~ .
the N'rth;épt Regional Educational Laboratory p}ograms in ;He'following

14 i

orderg} fnterpersohal gommunicaeions, Reseérch Utilizing Problem Solving,.

. Pfepariggﬂzhydatioual Traiﬂipg €onsultants: " Skills Trainers; fﬁterpérsonal

-

N '

i

]
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T
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o .

\ R ' Inf luence, Preparing‘tdu?ational Training Consultants: Consuk&fgg,
, . . Social Ceonflict and Negotiative Problem So;ving.' They thus have the ‘ !

internal capacity Yo provide training in Interpefsomal Communications,

v . I .
Research Utilizing Problem Solving, Interpersonal, In lugnce,’Preparipg\
. N .

Educational Traiﬁing Consultants: Skills Trainers$y and Preparing - :
r L
. Educational Training Consultants: Consulting.

i ) . .
O0f the original team of 24 staff who started the program, 21

Al

remain with the group and two replacements have been added. They.occupy‘

*

the following types of Eos;tions: -associate superintendent, assistant

superintendent, area superintendent, area administator, coordinator of
) 2 st

pupil personnel service, area gubject specialist, coordinator special
¢ %

education, director staff development and training, personnel super- , -

visor,-curriculum specialists, research assistant, and visiting teachet.

Of the three personnel Who‘d{SE?Ed the program, one resigned to work

¥
in another state; the other two gave ''too much time'" as the reason -

.
" ' 3

fér dropping the program. : ' .

.

- Approximately $36,000 have been spent to train the 24 team members.

:
. ’

. , - t,
These 24 have trained approximately $00 other staff in Group Prdcess
A
‘ L ) v .

Skills, Interpersonal Communteations and Interpersonal Influence (see

» " )

Table 1). Each of -these trainees can serve as trainers in Interpersdhal
- . , .
, Communications and Interpersonal Influence. Capitol is now planning to
[ . N e

- @

+ start. training a second cadre of 24 by fall of 1976. The system will

- - g A
[ . ' \ .
have the internal capability to provide the same training to the new

/ ) ' * . [ N “
g;oup that was given to the original 24, for only thé cost of the

1

/ materihls. , N .

B .

9everal major '"spin-offs'" resulting from the cadre formation and

s .
training have allowed the staff opportunities. to work with other

7 . . . .
. svstems. In the Eummer of 1975, two Capitol s%aff‘members assisted

v ‘ ¢
f

. . . '. . .' 1 o . 93 S €
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Northwest Regional Educatibnal Laboratory staff in training Pfeparﬁﬁg

. J - § s : I .
: Educatipnal Training Consultants: Skills Trainers at .an out-of-state
. ., . &« -
- location. At the same time, a third staff member served on an exdhange

L 4 ’
basis with the Department of Housing and -Urban Developmett, providing
N . P . M . N
Northwest Regiomal Educational }aboratory with an opportunity to-engage

] ¢ » Al

[y

in discussipns®with HUD training\staff on the use of internal Oﬁ tﬁéin-
. Vi 4 R .
ing im HUD. Then in December, 197%, two Capitol County Public Schools

Al

personnel assisted Norftwest Regional Educational Laboratory staff in
providing ;niérpersghal pommunications and Research Utilizing Problenm '

Solvidé trainihg to school administrators in nehrﬁ) Hayward County. .
N | s
Participants' Reactions td PODS

»

Y When the cadre started the,program in 1974, it was anticipated that

the eight PODS‘compoﬁents would be offered over a period of three years;

’

. , | )
the selected personnel would participate jn a total of 90 days of #train-

e
¥

ing ‘through December, 1976, Follo@ing completion of Preparing Educational

i Training Constltants: Conéulting, Northwest Regional® Educational Lak-

® oratory was negotiating with Capitol County Eybﬁic Schools to install

-

Pseparing Educational Traiding Consultants: Organizational Development

and Organfzational Self-Renewal in 1976. Severag questions raised *
. : o \ g .
- during thé negotiations. prompted the school district to survey PODS
. participants regarding their #eactidns to. the training. Ihe.question{
. v

naire used contained 12 open-ended questions, to which participants
were asked to respond in detail. Seventeen barticipaﬁts responded. . At
the same time’ of this sur v, 77 workéhops'have been cond¥ted by the

2 . ~ l

participants completing YPODS. Ten had providengreparing'Educational

- ' .
Training Consultants:  Consulting type consultation fer others in the /
’ . ’ # ; -

district,.in addition to their practicum (see Bable 2)4 X
‘ 13 s .
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" Fbr the most part, the ;.rtic:.pants were satisfied with the \~WREL

b - t ° - f

r
training experiences. Some dlssatlsfacn‘lon however,, was expressed for
Social Conrllct and N‘egotl.,a\!ive\ Pr00b1

W o A

] ’Solvm; and: Research Uﬁrllzi’ng Co

J “Problem Solv1ng Im.response to tshe quesgdon, "What do you view as the
; PP que

{najor Purpdses of POPS?", 28 major purposes were )i'dentified. Nine . .
partici'pants suggested ,that ‘the n‘1ajor purpdée’ ofjthe program was to L

. ‘ . . ] . a7 N ) -
’ o //bring about changes in the system through mini-consultant tegms. Six *°
. - ' ."?thOught. the program was designed to ﬂt.raid a grcup of change agents for
‘organi‘z‘ation‘al self-renewal. * - e ' h

ot

- et The 'opp'ortunitfy' to oBtair’graduate-credit-with the possibility of

\ a doctoral degree,‘was the response given by 11 o% the respondents to %
e, . . s

v * . . F— .
' ' e question concerning 'the trainees’ expectations and mottives at the . ’
~ . - : { -
- beginning of the /program. On another question, responses indicated that

- * . L . o . .
S . - , W 0 !

v improved communication and interpersonal relations in geneéral were €een
B +

P . A

s° in pa'rti ipants as a result of PODS training. Thus, the cadre Jf'in—

v . .

. ' house consu’ltants woul}dr have specific cap'abd.llties for skllls tralning

‘ ' $n i{nterper;onal communlcations, problem solving technlques and 'group I -
N ' .process gkills. » R ) ;’\ - _ w

. | i A mimbe,_.’bf p/(r;;blems or obstaclee were er:cog‘ened.by the part‘:ici- . .

pants during their ti‘aizning, the training of others or in working with ¥
f.

» clients. The grea’test difficulty by far was, Kilth the encroachment of

’ wGrk respon51bilities on training time and opportunities. Most of the

remaining problems swere 'in the area.of -implementing tnaining workshops '

-~

. for others, with difficulty in obtaining release time, lack of central

.

'offi'ce support, -and po6r.communi'catior.1 ahdut “the program's availability.

. » . The respondents made several recommendations regarding partiéipatibr; N
v - ~ ' N . . .
. . ] . L . .
"and conditions. There was a good deal of feelsing that the district should
/ oy ¢ ’ ’ ’ ° .
v use the consulting/t‘ra‘;ming resourc.es,pf those people that have received .

- Yy - : g7

EMC :. ., Lo~ PN ‘ 100 . . N , .
. . . ) : iy .




. '- .- . */. . , A
PODS training, and should show greater support and commitment to’the,

. ’ .. « ,

f ’ program.\\Respcn@ing paicicipants felt the diderict should: a) complete ,
- . . S - Cy - . .
Prgparing Edﬁcationai Iraining Consultants: Organiiational,Deveiopmeét:,' B
. . " vt e . . ~ . '
and Organizatioﬁal_Self-Benewal? B) create an oqgoing'oréanizational'
o . N N 1 - s . v "
team—for Capitol Coynty Public Schools;]and cy coﬁtinue the PODS'program

P s

‘. s -

throughout.tbe d1str1ct, 1ncIud1ng top-levél managémentApersonnel and . ’
“ ’ v . « . ‘ ' { K .
-. + &he deveLopment of more tralnreg cadres' ., } L e
\ - ' .
. : . .o
Problems in Implementation . , . ’

CoL . Dur¥ng the two years of Capitol igvaVemept in tHe'prog&am,‘a
.. . . . . N

. L ) R ! e
number of critical incidents occurred,-with mix d*fesults. The first

- series of incidents came in the early-stage, with partitipant regis- »-

.

~ "' tration for the f1rst two courses at Central Unlve

’ ® e *

ity Siﬁce the

T relatibnship with central was evolving,. part ants had no clear

’

s -

expectations of .that relationship or of»the'procedures concerning
¥ 4 ’ v

* g : ’ . 5

application for doctoral candidancy. Furthermore, -there was-ronfugion

' PYEEN . . R . ) \ L 4

Tt regarding the extent to which the NWREL training would appiy_to a doot- -

> .

-

. ' L ‘ . h'
- oral program. Some expected that since they were part of a‘group of.
. ] .o ) ~‘ . . - A
24 educational ‘administrators experiencing the same tf¥aining, there ' N
A t . ¥ . - we - .

“ would be no admission problem, and tﬁat all courses wquld carry*Ceptral .

E

. .
~ -

_Unviersity credit and wqydd apply to the doctorate. - : ¢ .

. & PR i
. . s . N B c _;ﬂvf
Y : , ~However, -Central had.different expectations. The eﬁministratiﬁe . .

- ‘. » -

poiicy'calls for individual consideration of éveryﬂapplicant.z In

J/ addltion, each~applicant must ‘send an application, transcripts and '
4\ '
letters of. reference, ds well as participate in a quallfylng examlﬁaﬁion

s 1 o L

and intexview.n-Vone of the cadre members had‘amclear’understanding of

. s ' - ‘ - ' . hd
. -these procedures They considered themselves professionals, and v}ewed

1 « -

e 'the.prodeaures as administrative hurdles. Some did mot desife to follow

v

) these procedures, and therefore lost:intereat in pursuing a doctoral

j T
. degree. . ‘ AR . & \

\)“ - }"! &
ERIC 9. - R :
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IR

v

*pplications»weré &t received by Central by the due dates, ‘and these /

. participate in the progrgms. Those few who were briefed.apparently did

fwo of the 24 were not admitted to the degree program. Most of the
. M } A . \ .
others yemained interested and took 'the course’ for credit. A few who \
¢

o . . n f

~ N .

cont!hued to pursue the doctrodte ran into admlnlftratlve dlff.culty.

/
« ' . N ® .
individuals did not receive cred1t for the courses they took. Further-

.o

more ghey recevéd letters from the UanEQﬁlty stating they could o

° - T g,

longer take courses unless they reapplled for admission.

Another series of critical incidents began when'several,staff met
. . .
with their Central_University advisérs. The advisors were not.familiar
with the NWREL program and would not ‘agree to adniit the courses. as part

of the candldates doctorate dorh?7 Séveral efforts were made to arrange
briefings for Central staff, and Central staff were even invited to
5 h e

[

not pave a full understandingﬁfrom the information shared.e

’

Willigm Ward made several trips to Central University to discuss
» . - - [y -

¢

4

’ alternate solutLons to the problems being experienced. Ward and Neal

«

met with the Dean of the School of Education in an attempt to,clarify

.

exactly'how‘many.of the Northwest Regional Educational Laboratory credit

. courses could apply toward a doctorate. Since Central has an individual

;program, officials could not agree ﬁo a commitment to give everyonge «.
1 - A Y

credit toward a doctorate for all Northwest Regional . ational'Labor--

[3 g Y

atory courses. They 1nsisted that even though a course carNied Central

University;ééedit, it still had to bé approved as apoIicable to a degree?

.
.

program. s applicabili'ty seemed to depend onﬁeach participant”s

- abiligy to influence ‘and solicit agreemenc from an ddvisor that tye

courses met personal career goals.

. There gere other complications, as well. Some of the Capitol
£ County Public Schools, staff wanted doctorates in’ different areas. .
A . .
i . ’ 90
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- -

"Central répresentatives who were unfamiliar with PODS ﬁald Northwest

) -
5. -

Regional Educatlonal Labbratory courses could not p0581bly be unlquely'
- b %
benef1c1al to all tbe varied-individual course goals. In addition, in
R . 1' , . 7
order- to earn a.doctorgte from Central, courses had to be categotized

by number and area, i.®., curriculum, administration, and research.
(4 . . .

Doctoral candidates‘ hadi to Hgve a specified balance of courses by

s, I

i ) S e . . - -
category that depended ot .the area of -doctoral candidacy. Most of the
’ N ‘~ .' ‘ ’ ! % N ' ‘ ' ’ A d
NWREL programs were ¢lassified in one'or'two categdries; thg;efore, not,

all gould be equally applied to all 1nd1vidual programs.™

N ]
A

Other crltlcal problems in 1mplementat10n involved role confllct

1‘i
The superviSors of some O0f the staff did not have a'cl?ar understanding

4

of the time involved in QraininéT—\aﬁxc staff mgmbers were beipg taken
’ . >

from their regular jobs to be trained for up to six wgeks over a twelve
3 .

-

" month period, supervisors begin to questlon the 1nd1v1duals fﬂé\
. . L
‘questioning left the impression that thé‘trainees’ghould,spend\moré
. .\ Lo - . .
time in th‘e;‘.r assigned roles. T“ caused partizc':ipénts to question the
sc.h‘ool system's commitment to tr;e progr\a'm. ‘

R
(]
‘

- Further, when the staff were trained “to do cénsulting,'Supervisorsl

.

wonderéd whether staff should be useq as-consqltadts.’ This led.the

—

participants to become externally .involved in réaction.Eo the System,~
“* ) <y .
and several desired to confront their supervisors about the problem.

But, rather than actually confroﬁting thqir supervisors, participants
b , ]

met to-discuss their dilemma.dKThey decided to 1liye with their concerns.

rd

~ y €

CURRENT STATUS OF PODS TRAINING IN CAPITOL COUNTY PUBLIC SCHOOLS
) .
One contindal problem 'plagued the efforts in Capitol County.
Originally, it was.assumed that Capitol County Public School's might be:

. /
.a Preparing Educational Training Consultants: Organizational Development




e

- .

. B , .
and Organizational Self-Renewal field test site for Northwest Regional
> .

Edtcational’ Laboratory, with Capitol contributing. approximately $10,000
. 14 ’

toward the.cost of condué?ing the tést. Early in 1974, it became
( PN ' _ .

apparent that the Improving Teaching Competencies Program at Northwest

- -

. .h-
Regignal"EducationaI Laboratory would not be refunded by NIE.: This

[y
~ S

N >, o
meant that if Preparing Educgtional Training Cbnsultants: Organizatlonal

. - .

Development and Organizational Self-Renewal we:e‘fa‘be'qonducted in

. . N W ’ - .
Capitol, the district would be expected to payv the entire cost of

installation. . .

N
-

Funds were requested by the Office-of Staff Development and Train-

ing to provide this training “in FY '75. This reduest was. denied. Funds

. .

were then requested to provide the training.during. FY '76. Again, the’

request was deni?éfr Northwest Regional Edicational Laboratory was then

y -

notified by NIE that the Improving Teaching Competencies Program would
” 14 - s

recgivs funds for FY '76 to cigry out additional development.work with

-

Prepéring Educational Training Consultants: Organizational Development

»e

and Organizatitnal Self-Renewal. Capitol éounty Public Schools officials
. [ _ T , .
were contacted to see if th%y were interested in having Preparing ,

. Y
EducaFional Training Consultants: Organizational Development and
. . L

N -
Organizational Self-Renewal conducted under’ specified condftions

" necessary to meet the expectations of the Laboratory's scope of work

A

statement with NIE (see Appendix E). The Office.of Staff Developﬁent

and Training sqaff indiéated they were intérest&fi’

A joint- proposal was preﬁafea by Northwest Regional Educational

Laboratory, staff and Office of Staff Develapment and Training staff;

!

it was sent to the S’perintendent of Schools, John Nartinson, for his

consideration (see Append ix B). A meeting was'held in Martinson's
office to discuss t&f proposal'"ﬁxg;eater detail. XNorthwest Regionaﬂ

3
'

Y
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’ i
-




- ° -

B

Educational Laboratory-was represented by Ward -.and two Improving Teach-
ing Competencies Program staff; Martinson, Ed Hamilton, an associate - /&:3

superintendent, and Bob Bush, from the Office of Staff'Developﬁgnt,and . !
* r - ~ Q\‘ *

Tréiﬁing,grepresented Capitol County Public Schoéis./ The results of

1 ’ this meeting were posiéive. Ma#rtinson, whose position at the meeting
‘ ~ - .

V]

was'neutral, asked that Bush preseht the proposal at the Superintendent's .

fod : : ‘ ’ * : : . :
. staff meeting in two days. At the end of the meeting, the Superintendent

P

requested the personnel dire&tar to submit a recommendatjon to him - ot
~ 4 ‘ .
regarding partic;patioq‘iﬁﬁzreparing Educational Training Consultants:
Organizational Developmeqt'and Orgéni;ational Self -Renewal. %
The Office of Staff Development and Training Coordinator polled
. - . . L]
the»dadre members. Theré was an overwhelming desire on the part of the . ~

/

24 pot‘tial participants to continue with Preparing Educational .

Training-‘Consultants: .Organizational Development and Organizational
w i ' .
Self-Renewal. The recommendation to participate was presented to

Martison on December 12, 1975. Verbal approval fo’participate in

Preparing Educational Training Consultants: Organizational Development

/// . and Organizational Self-Renewal was given by the Office of Staff Develop-

ment and Tfaining on December 15, 1975. Northwest Regional Educational .

s e
Laboratory was notified by tele;?one on' December 16, 197.5. . ' ;
\\\\:i This was a significant decision, since the proposal not only c - ¢
> called for a mihimum of' 30 days of training and p;EEticum work between

\\\ , N— ’ I
\\ffbruary and August, but also called for active participation of the f
4 \ :©

Superintendent and his étaff in at least-one of the PODS components.
The proposal also called for payment of $10,000 to Northwest Regional

- - . .
 Educational Laboratory to help pay the costs of ¢onducting the training,

L | . .
and a statement indicating which of three acceptable options Capitol

' Codnty Public.Schools was willing to implement (see Appendix E). - . )
192 . -
= b J
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»

On January 8, 1976 a telephone conversatipn was hgld'betweed Ward

L4

and Harry Neal, for the purpose of outlining the conditioﬁ% necessary

for conducting the Preparing Educational Training. Consultants: Organi-

? N Al

zational Development: and Orgaﬁizational Self-Renewal workshop. . One of "%

J

4 - . .
.the conditions was that the superintendent send a written statement

indicating .the option selected amd, the Capitol County Public Schools

I 1
/J‘l

decision to participate in Preparing Educational Training Congultants:

Organizational DevelOpment and Organizational Self-Renewal, plygs the

. .S
_ . . A
signed-agreement to/pé§ the Northwest Regiotial Educational Laboratery
[ . v .
$10,000. Ward called Superintendernt Martinson, asking for the letter
\ ‘ , - * . _'I
of commitment. At the same time, Neal started a memo t‘;ough appropriate -j

- k2

. channels outlining how the Superintendeng mfght_respond and which option

he mighﬁrindicafe would be acceptable to Capitol. -The Superintendent's
~
* M . -~

response to Ward.was, "Please put what vou need in writing so that I

can gét‘the appropriafe*staff tolyork‘ﬁﬁ ii.f’ The letter®uas prepared

. .. ]

and-g@nf to Mattinson on January 23.

On January 27, Northwest Regional Educational Laboré§ory was noti-

I . ~ . 9 4

fied by Neal'that the Capitol County Public Schools had decided not to

pafticipate in Prepafing Educational Training Consultahts: Organizational
“Development and Orgapizaticnal Self-Renewal, and that Ed Hamilton
2 "
wanted to talk with Northwest Regfonal Educational Laborat™ry about

that decision. The decision left Northwest Regional Educational Labor-

\ Ly

atory in-a precarious position. The training and the.study of the

'procesg of egtablishing the role of educat<donal training cqqsultant

weré to complete the Northwest'Reglon;l E&ﬁcational Laborato%y-NIE
cbnt;;ct work. Th épa;ing Educational frainﬂhg Consultants: Organi-
zational Development and Organiz%t?p;al Self-Renewal staff initially

\

114
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L *
. //_ €

» - /
deciefd to ask for a meeting witﬁ'Hamilton, the Associate Superintendent,
/

- . /

to renggdtiate the decision.

' . . ‘ v

During ithe conversation
3

,
.
y4th Hamilton, information was share}

\ ' .
regarding Capitol's decision not to conduct Preparing Educational

Training Consultants: Organizational Development and Organizational -
. 1 l

-

+ Self-Renewal.
oL
Educational Laboratory not to attempt a renegotiation.
. ’

reasons for the Lab's dec1516/ were ~outlined in another telephone

’ . -
.

This resulted ird a decision by Northwest Regional

<The following

+

<

conversation between Ward and Hamilton on Januar§ 29,'1976: )
1. The number of participants had been reduced from a
potential of 22 &0 12, and two of those were doubtful.
[} . "'r A Y .
The administration at Capitpl County Public Schools SN
had res tiong*about conducti%g the workshop for ;ﬁ:,
just 12 people, especially the 2 remaining. &
3. Northwest Regional Educational Laboratory s criteria
to prbvide the training for 12-24 influential people‘*
* v -

_ did not seem feasiblep. i% * . ’
Northwest Régional Educational Laborator? did not
see any value in just conducting an fher Preparing

" Educational Training Consultants: drganizational‘«

- Development and Organizationdl Self- Renewal work-

- shop, i1.e., without the conditions necessary for ,

research and study purposes. - .

=~

5. The whole sequence of events over the previous,

- six months had led Northwest Regional, Educational
Laboratory to conclude that tife conditions are not
right in Capitol at’ this time to carry out the

: Preparing Educational Training Consultants: - -
Organizational Development and Organizatignal

Self-Renewal study.
i .

6. Northwest Regional Educational Laboratory staff
concluded that the time and effort that could’ .
be expended in reflegotiating would nog ne?p , . ' 0
in a positiye decisiongtojconduct the tra nlng )
under the conditions N%rthwest Regional Educa-

tional Laboratery felt were needed to meet their

own and NIE's expectations. . | . .- \

7. The time spent in renegotiating and awaiting a
decision would put Northwest Regional Educational
Laboratory staff even further behind in their
work schedule. I . o

A

L
9] .




"to pilot such an effort. In this case approval was received.

'network open in order to keeép top management informed as to the yseful-

. of PODS when they initiated 152 Hopefully, a continuiﬁ supply of data
. oL i z

: . ¢ \ . i
coxcLrstons L Ty - . ;.

.

The Office Sf Staff Deveiopment and Training staff aslwell as

others in the schdol district, believe that in order to implement *a

. ' .
«

whange process ghe changee must realize a need for changes 1In their -
) . it

efforts,.this is interpreted as resources.they.-need to continually and

'
.

supportively provide information to the organization to validate
perceived organizational needs. It is crucial that top management . \

.

glves 1ts commitgent to implement such a major effort, or give-approval

';‘ .' 1 - A ¥
There is a continuing need, however, to keep the communication -

v ' ) ‘

/

. : - ) . -
nes of such an effort. Evaluation &hd meeds data should be furnished
B 3
to the top in order to alter the approval te commitment, if the data =
” v -

- » [ ] .

teuly substant}ate a need for the change b;ing recommen!%d. The data,
along'yith time, educatioa}and experience will also help(tne"system to

fully understand thé potential impact and benefit of.an internal OD-
i ' o
effort. : . * , ,
Neither the Office of Staff Development and Training nor Capitol

-
County Public School top management fully understood the implications

.

[N

as to need and evaluation of the effort cah help: a) enlighten both
top level and line and staff management as to district needs, and - .

b) inform all levels of managem%nt of ways PODS can improve both the

efficiency and effectiveness of the school'system. Had it not been for
\ * , -
‘ 14 3
the full faigh and trust established,fetween Neal and Ward, this effort

%ould have been delayed or discontinued _at severgl points.’

.

¢ 14 !
As mentioned abovey effective change can occur only when the need

for change is recognized. It would appear that key leaders in the ' )

. . ' " 105
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di'strict have not been made fully awafe *of .the need for the kinds, of

S i ]
changes PODS can’facilitate. Additionally, mamy Capitol County Public

~

.
2z

Schools lead®rs are not aware of Jhow 0D consultants and trainers can

. -

pe utilized to create changes which will improve the educational process

for .students. Northwest Regional Educational Laboratory staff members
ii N g y

Al

feel their job» is .to” show that a need for PODS trained staff does exist

v ! . '

4

K: Capitol Cdunty Public Schools. 1It.is hoped that codlection of data

and diggnosis.of needs, alonghdirh provgh evaluation data showing when,

and how PODS trainee séaff helped the éysﬁem, will creaté an under- -
: i -

standing and awareness-of the needs for PODS training. .

¢

oy,

L3

~
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LHAPTER 5: SU}DIARYtANALYSIS AND CONCLUSIONS

-

~
Xhe preceding four chapters have discussed Providing Organizational

‘Development Skills, a system of eight components designed to prov1de v

+
~

éducators w1th -the basic skills of o:ganlzationai devélopment The sys-

tem's developers,. in the Improving Teaching Competencies Program of the

.
”

- * Y
Northwest Regidnal Educational' Labogatory, feel that PODS, when used

appropriately can make a difference in the effectiveness of educational

, .
organizations. In fact, PODS itself is a micro-model for change.

e

R
SUMMARY ) ) . A
In Chapter 1, we reviewed the concepts of organizational development

- <

that are the foundation for the PODS'systems. Discussed were the need
for change in ¢he chlturai-domain of educational organizationsi reasons
for the lack of meaningful change, and the relationship of schools to
:their clients and staff. To illustrate the viability cf oD as a ¢hange’
methoaology,;we cited four illustrgtive change efforts conddcted by social

scientistalin the early 1970's. Finaily,'it vas pointed out that PODS

. ‘

training, as an organizational development strategy, can be helpful in

the creation of a healthy, self-renewing organization. ”, '

Chapters 2, 3 and 4 were presentations of case hijtories illustrating

Northwest Regional Educational Laboratory's attempts t stall PODS in

-

three different school systems., Chapter 2 described the OD attempts of

Pacifica Unified School Districts aﬁ& the sophisticated systems analysis ,

0

that preceded PODS 1nstallat10n Chapter 3 ﬁocusé& on the urban setting_

-y »

of Norport and that system's effontsito@utilize FQDS to achieve racial'

integration. The effects of school system politics on installation efforts

! ‘

- ¢
were touched on in Chapter 4, a case studv on Capitol County Public Schools.

f

-
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ANALYSIS .
‘Qur expe}iences with }nstalling PODS in various school systems

taught us a great deal. Much enthusiasm, warmth and friendship resulted
L

from the different worKshops, in spite of some of the difficulties

. ’ . v - .
encountered. We can, however, raise several questions based on our

4

.p - -
installation efforts: f -

R

l. Is PODS training with OD technology as its basis an effec-
tive way to bring about change in educational organizations?

to

Is there an adequatg body of knmowledge to justifyeche use
of PODS in educational systems?. =y
L !F’ 3. Can an OD project such as PODS be successful without-under-
= standing,) commitment and.financial support from top
administration? ‘

Who prevents PODS from being installed effectively in
school systems?

=~

1 3
5. What.conditions needs®to exist in a school system in order

for PODS to bﬁ;successfully implemented?

&>

6. Do the costs of installing PODS prohibit school districts
from. providing' the training for significant portions of
their staffs? Can any district not afford PODS for a -
significant part of its staff, given soliety's state of ]
flux? ' 1

7. For whom is PODS training appropriate? For whom igs it
inappropriate? . L - Ty

8. What ate the‘strengths and weaknesses of PODS in terms of

the needs of different client systems? . W

9. Does PODS trainidk appeal to the "powerful ins" #&d the
1" : on 2. '
powerful outs’ Why? . . o .
10. ,Is PODS training perceived as a means of attaining pdher
within a system or as a teans for trainees to acquire new
skills and then move out? - —
, - . - 4
11. Does the PODS design include the conceptual base and tech-
nology to help part(c1pants’Understand and deal w1th the
'‘power and influence iSSues in educational organizations7

“ d

12 Can PODS tralnigawprepa;e people to deal with power issues?
%w’_; 4 =\

108 g o 11 ' - -
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a4 13. Should PODS tra1n1ng prepare people to brlng about power
equallzatlon in organizations? T
i 14. 1Is PODS training especially attractive to people who are ’
’ dissatisfied-in their present roles? . s
15. D#es PODS "effectively and adequately attend to questions ’

of éthl‘g and morality? '

i

® ) ; . Lo
16. Should PODS traifing prepare consultants to advocate -.
. v specific kinds of changes around social justice issues?
L4 N 4
17. Should PODS tra1n}ng prepare participants to impose parti=-
cular values on an organization? ) . ~
. , 18. Does PODS haveé a set of b1ases7 If so0, should thesd biages
be made e!bllci; . s
19. -What atreé the ultimate ends that PODPS training prepares 8
. people to attain?
20.  Does PODS trairing adequately deal with the issues and .
- zroblems regarding both internal and external cShsultants?
8
21 oes PODS provide trainees with an adegquate repertoire of
intervention techniques and strategiesﬂﬁsuch that trainees
gain as much as possible from their training experlences
+ with other client systems?
22‘ Does PODS training prepare people for jobs that do not
~ exist? ' - .
§ 23, Does fear of changd and/or, resistance to change limit the/f~
, effectiveness of the PODS trainees?
- 24. At what level of the organization are OD consultants most

successful in making entry?

Who are the appropriate clients for PODS trainees?

.

Must the cllent system with whom the Preparing Educational

Training Consultants:

Orgaanational Development (PETC-II

works eXperience change in order for the ‘trainee ta_be..

N

viewed as having acquired ‘OD skills?

In otHer

it reasonable to expect signiflcant change as

PODS trainee interventions’

o

Jx

rds, is
esult of

27.° Is ,PODS training compatible with contemporary management
stvles (i.e., management by objectives/ Program Plannihg
 Budget Systems, top down control, ~theory X perception of

workers)? - .

109
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v ‘ ol . ¢ : ‘ I3 s ”- :
Each of these questions may well become the basis for further discussion

.

L ., . ’ e
and study by developers,.evaluators, trainers, installers, potential
. ‘ - - \

users and PODS-graduates. Those planning to commit themselves to PODS -

v

. " training or to influence tha/G;e of resources to provide training for

. ~ ’ N . M
others in the organizations should carefully consider these questions.

1 [}

Regardless of the number of questions neeaipg additional study,

»

severdl points, based on our efforts, can be stated here. First,'there
. ' : o .

is a vital link between the kind of management training offered in

Capitol County schools and PODS training.. ,Providing line managers with
. Ao
v
training in bgtn behavioral and scientific management skills increases

. s et . . . . 4 .
their general effectiveness in managing educational programs and

'S
hd ’
.

organizations. . . .
? ) . . N I
Line staff need to be equipped with process skills in communication,

’

- group dynamics, irfluence and conflict. They also need technical manage-

.
»

ment skills in planning,lgrganizing, delegating decision making and

. ~

: controlling. The behawvioral skills!can_be provided through the iﬁte;nal

>

turn around training capability. Produced by PODS the latter skills in

management principles can be provided b& other systeﬁé in eonjunction
- N [ ) ) .
with the PODS experience. .

-

, Our second pgint is that any institution consideri;g,installing a
PODS proéram should assess the system's long-range trgining needs'to
| determine which needs can be met through‘0D fntervention and which needs
can be better met through other intervention strategiés. OD work, 1if it
is to'be successful, is ;ot a shprt—term relationship or involvement

between a consultant and a élient. Rather, it is a develSBmental .

. relationship requiring commitment and understanding from botq parties..

v

N » - ! ' -~
ri ’ *
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[ -t . . . . ”

s

- . ~ - i 4 - + . [ <
, A \;’Third, it had become very cleaw that PODS tra'inees, th order to
A - L. - \ - - T R .
‘ . ‘ . el ‘ * » . - . : N 1
. , Successfully complete and utqilze the training, need' the support ‘of both
. . . - ‘ . I} :

supervisors within their home'districts and the gxternal OD consultants.
. . L4 N N . .

., Oor installers. This is particularly important in the establishment of *

. new roles gnd/or job descriptions among PODS graduates.' If these graduatés

- N ‘ ‘ . , oo ,

. medt with professional jealdusy, resentment and resistance to change from//‘

’ e ~
their colleagues, they are likely to revert to Ehe'"bld way Aﬁqioing

~

5 ‘ \

\
" NI )
. things"” unless they feel support *rom egsewhere. . .
. . o Frow

Finally, .a major valué of PODS, beycnd diredt training of \internal
} OD specialists, is found in the design of the seven. component themselvés?"

: ) . ., ,
The basic premises, approaches and organizational arrangements within the

PODS systems provide -the opportunities for alterations' in both norms and
*

0

Structures. For example, the exercises of Interpersonal Communications

Rp—
are transactional rather. than hierarchical, and.therefore demand eventual

interdepengent behavior on the parE‘of,participants. The goal of‘thg

development of the communication skills thq; becomed a function of -

.

.

activities. Newly acquired skills"are then tried out and their impact
reflected bai} to the'barticipants from their co-trainers of the . \\1 '
N ' "\

. environment. As this reflective, transattional- "do-look-learn" process

. H - .
continues, the interdependence increases.” The original- colleetion of
-

independent individuals thus becomes more_ and more ah interdependent

-

learning community. This working ‘together exists in action, and not as

a statigsobject or collection of objects. Thus Interpersonal Communications
[ J . s [N .

. o ) , .
provides a vehicle for normative and structutal change.. ' -

The basis for such changes is also an inherent part of the relation-

.. o . . ' |
¢ ship between the system trainer or leader and the participants. The o

leader seldom -takes the traditional teacher role, but rather gives '

. -
\ ¢ . ‘ ke

s . - . lll ’ [

\)“ : B 5%




~

’ ’ o e ) g
direc®igns, passes duf.materials, presents agenda, clarifies instructions,

g
* L

‘keeps time, and only.occasionally léctures orxleads a,discussion. This
- . - '

s

behavior pattern suppotts»tqg'interdependence_among»workshop participapts.
te - ' : ¢ ' ¢ .

) S ‘o ,
The traditional roles of teacher and student give way to transactional

— .

. ‘ . A g . oS3
group learnidg in, a supportive, noncompetlt}ve,/;nd at times confrontive
. . . : hd <
waVv. The leader dgps not teach whguihe/she,knows, but rather facilitates
/ @ . .

:

the process by which others can come to know. '

It is this altergd autherjty relationship as a structural change;
B M Q.Sp ’

'in concert with the transactional nature of the'skills acquisition, that
." ' r
Y makes Interpersonal Communications a viable moPel for greater edugational
) s - . * ;
change. Beyond Interpersonal Communications, the design inher%;t in the
* : .

-
»

other-pODS cdhponents models are the ‘thrusg fo:qtransacgion and structural #

~ - -4

"%,

iﬁtefdependence. Aside from it {ntended design to.train internal OD

.cénsultagtsiﬂggDS, as a micro-system for change, demonstrates the approdch
-> g ’
. . . - . .
of .an educational organization that is healthy and self-renewing.
"('a ° & . h 2 _: . ) 5
_ . CONCLUSIONS = -

The PODS program makds heavy demands of time, energy, and momey on

inddviduals and organizations. PODS graduates, howeveék, report that

¥

3 -~

R Y

their training was a worthwhile experience for them. | Completion of’the
. R . ~ g . .

-~ ~

‘program has opened up new career pattefns\for at lea%t "ve pedple.

}articfbants now se,tumiways of looking at organizations-and how inter--
ol . ‘ n S
: vens&ons might be maae‘construcfively to bring about desirable organiza=-

2 . . 5 -

- -

tional changes. Partidipants and close observers participants report
, > [ . N .
- k

) - v,
that significant changes do.come about as a rasult # the training. .

-
v

. Evalyating the entire PODS experience was not one of the tasks* * "

; N Ce
- undertaken by the Northwest Regional Educational Labopg'pry. ‘Funds were .

not made-ﬁvaif;ble to conduct such a study. The effects reported havé | *
. . . -
¢ 1 .
124
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. beeq‘participants' perceptions and the perceptions of peopfe:with whom
. . . 4

r ‘ ! : : : ' oy
. PODS graduates have worked. There is a need for. longitudinal studies of
. . . ! .

the effects of ﬁroviding PODS training to a signific;nt number cf people

in a single school system. There is also-a need for the development and 4

use of additional componeﬁﬁﬁ, Such as interpersonal #nd organizational

-~

/’ decision making and problem solving assessment. There is a need fqor
Do . . . .

resources to make this program available to larger numbers of educatofs,

*in the United States. But linkages™are being established and networks w

. ¢
N v

are being formed. \
Three to five years of developing, testing, and implementing different
strategies, installing, utilizing and diffusing PODS could make a real

difference in the impact these research and development effort® can have
9 - . .
[ ] N

»

on American educational systems. It has been very heartening to us.that
. ’ . v
PODS trainees have really "turned on" to organizational issues any
4
‘ ’ g AN

expressed desire to be active in addressing them. As we satd earlier, we

.

g!%lfthat.PODS ts(ohe of the few educational'pfoérams with‘the potentiaf

- \ . - - - .
. to create educational institutions vital enough to' cope with the
¢ ! o
unpatalleled changes ahead.

¢ . . 1
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v

’ ‘ INTRODUCTION ¥ .

- »
° .
-

In some cases, decisions of administrators and educators have
decreased the potential for staff developmént at the very time; when

its importanhce is greatest. Because they comsider it a frill, some

administrators and boardé of education are cutting down on staff

4 .

development. There is some.validity to their decisions; staff development
S A, .

has often been a means for staff to accumulate~ﬁcedé£§ﬂggg\thus advange .

n,

on the salary schedule. ‘Often, there seems to be no relatiéﬁéﬁlp«\

between the problems and rgal-life concern§§of school districts and their

staff development efforts. Educational systems can use the Northwest

Regional Educational Laboratory's PODS program.to bregak out 'of this rut.

?

‘This part, Chapﬁjﬁ?é, of‘thelmdnégraph c¢onsists of a proposed .
. v o ;o ) ‘
strategy for the implementation of PODS. It delineates the general

steps involved, snggess} a specific order of events, and discesseéathe _

use of'tgams qﬁ external OD coﬁsqltants during implementation. Chaﬁier 6

1
S

represents an ideal that\is based on our expefiences with PODS; we

hope that the reader will find_it.%elpful in determining the appropriate-

S

o

ness of varioys problem solving approaches. sl
’ N ) R
- - .
< « o . . * ~ -
. +
// A\ S -
3 . ' ..
, »
el " -
4
’ .
¥ . .
‘ ’
/
*
[}
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‘ CHAPTER! 6: A PROPOSED STRATEGY FOR PREPARING - v
A TEAM OF INTERNAL CONSULTANTS IN, EDUCATIONAL - .
¢ ’ - ORGANIZATIQNS -THROUGH THE USE OE PODS b

We propose that educational orgahizationéicapitalize oﬂrreséarch
and developmerit efforts_to facili;ate problem solving by building in the

capacity to diaggose locaf situations and take appropriaté actions - N

' A d [
*

. toward improving conditions. As a part of this -step, systems need to

b -

- . . § .
assess their major problems and train staff-members as solution
facilitators. In other words, educational organizations need to use

their problems as oppo;tunitieé to look inward for p;oEfém-solving

~ f
2

- resources and to develop internal capacities for solving problems on an

ongoing basis. ’
. >

, The current method of using short-range, reactive solutions to
’ L4
solve problems renders educational brganizationq\incaﬁ%ble of handling

future problems. The process we rgcomﬁ%nﬁkyill change this norm and ’ '
. . , & -

¢ - - -

. allow educational'sistems to plan for and creatively react to needs for

change. — . . 5

v

-

-, . JREAS ‘ _ v .
‘The specific st¥ategy suggested in this section is one of many

‘that might be ufed to install PODS. It is based on a cqmbfﬁétion of

-0D efforts in several United States educational systems, including the

)

three which appear as case studies in ‘Part I of this monograph, and

[

]
.« the cadre developments of the Center for Educational Policy and
. t
Management (at Kent, Washington, and Eugene, Oppgén).

The series of training workshops developed by the Northwest

_Regional Educational Laboratory (see Appendix A) facilitates integration
4 - -

of the best practices of all of these effofts into a cohesive staff - )
development plan for solving organizational proplems, In order to

reach this outcome;, educdtional institutions need a commitment to

)

12
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N\ i '\w = ) ) .
appropriate orgapiczational structural change that ;;?Egiftes a team of
. - - . - . . ' . ?
- N , L N .
internal OD conseltants into new online positiofs based on new—role
definitions‘éﬁd”bfgénizational needs. ) -
o ° -
. . . R . '
,IMPLEMENTATION OF THE STRATEGY v ~
¢ ’ : =~ N h
- X . An educational organization needs to t%Fe at least six steps in
. ’ e ‘ Y

order to implement this‘strategy:
1. Create a team of online staff witth a potential for. .

" 0D skills: L

Train the team in a step-by-step broéess to achieve °

0D skills N ~

3. Utilize the skills developed at each step to solve

problems“faced by the system, as it attempts &to

direct, respond to or cope in other ways with change

needs .

Provide ongoing support for team de&elopment, with an

exterral OD consultant team acting as third-party

FaN

consultants

c N ) ‘

2. Secureg active support and encouragement of key N
decision makers ) ' -t

-~ .

6. Develoé a districtwide pianning anq educational improbement
. task force that will utilize the team for facilitation,
management fand coordination

The uniqueness of this strategy is that all training can ngrelated

to ongoing efforts that attack particular organizational concerns. - .

Educational organizations get wor* done on their particular concertfs,

. ot -

and gain staffs that are geared up to work on other organizational

—

problems. In two test sites, for example, the training was dane as a

result of the need to act on desegregation commitments, A third

? district was committed to dewelépiﬁg human relations skills fég teachers

\
and providigg a more comprehensive .training program. ' : .

//. <1120 | - }IZBQJ | ‘ ‘
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Scenario for a Possible Implementatiom Strategy

Once a district i's committed to a particular’prganizational

A -

~

- . s
epncern it takes a number of steps: . . .

1L

N
»>

. Someone is designated as manager”%%iébbrdinator of the chhnge

effort. The manager's role is to coordinate the tragning -
and the efforts of internal personnel to carry out the .
project. (The-director of staff develbopment or inservice
training should be .an assistant manager of the project *
or at least a key member of the management team.) :

. ) ~_
Teachers, administrators, and concerned citlzens SErticipa;e
in training that will equip them to work more effeckively
on the 0D project. (Participants need to be awareethat they
will perform certain functions id solving the syst
problems and that some of them will be selected to become
trainers.) N

- 'd

An effort is made to train a fairly large group of peoplé
from all segments of the district in Research Utilizing
Problem' Solving, a version of action sesearch plus team-

building exercises. Teams of participants are then askeéd

' The group of Regearch Utilizinq,?rqé;gm Solving graduates

to train otpers in the dfstrict by using the same materials
and design. The participants are asked to-work on a problem
that is relevant to the 'district's commitment. '
This first round of training starts the proje¢t, and begins
to use existing potential in the district to solve the
major concerns. A direct benefit and an explicit
expectation is that these skills will be used % all
aspects of the participants’'. work.

¢F iy ,
A group is Ehosen from-those trained®din Regearzh ysilizing
Prablem Solving to continue on to Step 5. This group contains
members who will eventually be the qadre chosen to facilitate
staff development on an ongoing bgeis in the district.

&

participates in an Inferpersonal Gommnications workshop
in order to develop significant communication skills.

After completing the Interversonal Communicationg workshop,
members begj#M to use theitr communication skills in their _
daily activities, and train others to enlarge the pool
of people with Interversonal Communications skills.

\ < .
Team members begin to gather and amalyze data from Regearch
Jtiiizing Problem Solving projects and other 'sources and to
become members of problem-solving groups in the district.
These groups will plan specific change projects to solve the .
district's problems. Team members can model their newly
acqu1red skills while facilltating the progress of these groups.
The’ team works closely with a team of external OD consultants
at thisfstage 3
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~
»

The team receives training-in Preparing Educational Training
Consultantg: Skille Training (I) in order to gain group -process
skills and the ability to train others in thesge skills.

The team may then train all members of district problem—SOIV1ng
groups in group process skills. The payoff of this training

is that these project groups will be able to operate with a
"knowledge of what- blocks and/or facilitates thejr functioning.
‘Secondarily, group members learn skills that 9(Z useful in
their everyday work. .

3

' »
The team is trained in systems technology and uses this
aﬁhprtunity to plan for further development of cadre
activities related to thesdevelopment of problem=solving

projects.

% . r

The team trains members of the problem-solvin roups and'
others in'the organization if systems technology. As a result
of this activity, better plans, timelines, budgets and
objectives can be developed for implementation.

r : | .
The team diagnoses ongoing problems and make interventions
to keep the groups on target and to p&ovide functions they
might need.  The team developes thd'skills it needs to
operate in this fashion through its Preparing zducatiohal

ining ‘Consultants: Consulting (II) training. During -

the Prenarirg Educational Training Consultants: Consulting (II)
training, the team helps some of the problem-solving groups
as part of its internship practicum. A norm thus begins to
emerge for the problem-solving groups to ask the team for
assistance.

While the team is completing Preparing Educational Training
Consultants: Consulting (II) training, the district begins
to«hange its procedures, activities; etc. As a result of
thercadre's activities and the training of others in the
system, changes are inevitable. And when change occurs, the
power and influence of top management (and othér groups within
the system may be utilized to either ¢nhance or impede the
projects. A new set of forces may be\operating™and an under- ¢
standing of 'these forces %s crucial towthe team and to project
roups. The Interpersonal Influence and Social Conflict
and Negotiative Problem Solving.workshaps help the ‘team
undergtand these forces; therefore completion of both
Interpérsonal Influenée and Soctal (onflict and Negotiative
Problem Solving is es sential’./_

Th!team ‘then replicates its Interpersonal Influgnce training
so that the skills it has learned become dvailable to other
members in the system. Power and influence are increasingly '
seen as important forces in the system's components. :
Understanding these issues ‘and being able to work creatively
with power, influence and conflict are crucial to’ the
educator's repert01re of 'skills. By now the tead‘ﬁas
gradually changed tHe focus of its activities from the
individual {in the diagnostic stage), to the group (in.the

\ 1 l)‘U
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planning stage); to the organization (in the implementation

- stage). Projects will increasingly influence #he total
organization. It is crucial to thé organizatidn thdt this
influence be planned and creative. It is for this purpose
that Step 13 occurs. -

) ~ -
P

13. The team receives training in Preparing Educational Training
Congultarnzs: Organizational Development (III) over an eight- -
month period, with six sessions scheduled 30 to 45 dade
apart. All Preparing Educational Training Consultants:

. " Orgarizational Develormenmt (III) participants must complete

a project as interns in the training process. These projects
. must be approved by district management, and should require
L participants to utilize OD theory. Teams from the cadre will
' try to integrate their internship projects into the

organizational life of the system. This cddre of trdining
consultants, which will be available. to all parts of, the
system, will integrate the best practices of its projects

. v into the system and will continue to develop.improvement -
projects. “ .

o~ .

.

In the eourse of the strategy, the team develops to the ‘point

-
-

of fulfilling the system's need for internal consultants. As it -

"develops, the ‘team has. access to nonteam people in the district who

have served és trainers for thes various PODS workshops. The team is

~ 3 -

resporsible for insuring that accesa to team membership is open.
Initiall§ the staff develdpment manage% plans the life of the team, ,
but the team itself becomes incéreasingly respongible for this planning.

- Pavoffs ’ i

?

- ., N

- Although this strategy is predicated on steps followed at several
' B _ ’ ke
PODS sites, the experience of each team w}llﬁvar? according to the

. - e .,

commitment of top managemént,'thé'climate of the s stem, the availability
) ) e sy

of resources, the intensity of the concerns worked on, the levels of

1

L_' skills existing in the system and the history of:trgining and deveIOpﬁent

- —

in the ‘organization. We have outlined'a core of reasonable expégta;iOné

for systems that are implementing this strategy; additional payoffs are

s

L) ~
possible if members of the educational orgggizations intentionally set.

¢

. p out to achieve them. e . " ' -

-

-
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This strategy is a micro system for change., Its objective is to
- 3 » .
affe¢t the norms and structure of the entire system and to add an internal,

long-term problem-solving function that will increase the strength and
: ‘ \ ’ ' .
- hedlth of the organization. The system will be less vulnerabl® to outside
forcés because it dill be able to utilize its training consyltants in self-

renewal. Problems will become focal points for developing the organization

rather than headaches to be cured so that work-as-usual can proceed.

Length of the PODS Project . ' ‘
Y

4,

Educational systems that use PCDS to create teams of consultants’

T

will derive immediate benefits from the training. Additional benefits
o - .

will accrue as the training continues. The PODS fraining takes two to

XS
-

‘four years to complete, depending upon the state of readiness of the
- A > :

team members. The training should be long enough to allow the team to

M‘_‘ ,'
develop its sKkills before they are vitally needed, and to .practice these:
skills sufficiently in actual work settings to insure the cadre's

- « ¥ .
professional growth. Experience also indicates that the team needs to™
~ 3 —
develop a gense of need before-each training event so that the relevance
e - - 3

! of edch unYt of PODS training is established beferehand.

THE USE OF THIRD-PARTY CONSULTATION - :
Since the installation df PODS is an OD effort, it is important

to involve external OD specialists as third-parfy‘consultants in the
B - T S .

lﬁitial planning and developaent-stages. Their involvement gradually

diminishes as the internal consultant team takes over most of the

consultant responsibilities. -We contend that organizational change is ¢

- -

more likély to héppen when there is a capacity for members of the.system
to be involved in and ultimately take aver ‘the réspéﬁsibility for the
. - M ”»

system's self-renewal. One of the outcomes of this strategy is that

external OD consultants are used appropriately and efficiently,
P
. ¢ . .
124 . P
Q 1 ‘

ERIC ‘ s,




- N .

.
. —
.

.

A Educat?onal systems need some assurance that they williget the.
N .< R fﬁ‘) R
. . * . s ot} : * .
maximum return on their investmentidn PODS.training. Outside i
. - o 3 } - <5

L) »aaas,
. r

consyltant teams of competent OD specialists and trainers can.help ’ ,
minimize proﬂiems arisifg from undérutilization of training outqpm?s,

. .
(I .

: and can provide additional traininé for the consultant team, They

can provide models for the kinds of behaviors that systems might

expect from their own cadres. |

9

|
- . -
' Availability to Management ! e
N Outside consultant teams can Lnform management about such, things

as: a) changes in norms and structfire; b) functional capacity of
y . P

the organization; ¢) ways in whi&ﬁ PODS training is facilitating the

changes; and d).readidésé of the ﬁrgaqization for additional change.
) }' h - N " . ’

This information can be provided in a number of ways,‘%hile external

-

OD teams help managementr look at the total'system's operation to

]

- facilitate data géthering, diagnosis and intervention probes. Thus,

- the work of ;He team makes available a greater variety of informatian

— e ™

thdt is organized in ways .normally ndt available to decision makers

in local education gssociations, iptermediate education associations

v

and state education associations. By providing this information to
management, the external OD consultant can facilitawe management's work
and increase the likelihood that more of its decisions will be on target.

- y »

"/;> ’The external organization development consultant team can assist

management in'impleaéntation of the PODS prograﬁ»as a part of irs .

B

problem-solviag efforts. Fo;,exémplg; the diagnostic model presented -

"in the Researe; Urilizing Problem Solving and Preparing Educatioral

-
L

b . . - ?
Training Jonsu.ianis systems could be implemented on a much larger -

scale. In effect tﬂé skills that people gain in Research Utiliszing Problem

’ . 135 o1
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o . Tars - Sow T2 - e T T e g pans ] - . T . F e
Sololey, Irosariung Diucaticownal Iraitning Jomsultarts: Sxkills Training [I),
- [
-, PR T amen npam T Tiaad aa e - . B n /’
Frerinlos Ziuzasionz. Tratwing Consuctants: lonsusting (II), and
2] 3 G
— a e . . . .
Frerising Zucazional Iraiping Consuctants: Orgavizational Jevelopment (III),

(such as the ability to diagnose individual and group needs) can contribute

3

. ‘. ’ ¢
to the system-wide diagnostic model that is being monitored and used by .

the external OD consultant team. This OD .consultant tedm not only - -

involves trainees and management in diagnosing the total needs of the ’ -

organization, but also reports its findings to management and others in
the school district.

' The external OD consultant team cap also involve management in

.

- t
several commonly shared experiences such as Social Confliet and

.7

®
'y

PO
g TILATLVE

B 4 . . - . . \ . §
robler Socving, Interpergonal Cormunieations, Interpersonal ~ -

/

- . »

///}%fiuence and Grour Process Sxilis workshops. These events and others

-

/

identified By the OD consultant team and management could be a source ¥

for a qommon baseline of experience in identifying management issues and’ '

»

increasing the effectiveness of management's decision making. We believe
i "4 oL » :
that if management personnel receive training as a group, they will be

4.

- ¢  more likely to communicate with each other in freer and more effective
= ) . . . : 2.
- ways. They«w1ll'also be in a better position to cope with their day-to-

day responsibilities and to understand the experiences that people in _

tHe district are having as participants in the PODS program,.

. OD Team-Cadre Relationship . ,-

1

A major éoal of tKZ*external OD consultant team is the training

of enough OD specialists to form a local consultant_team, The/xternal

- . 0D qghsultants can help legitimize the conceépt of an intagna¥ OD )

\‘- - - . -
,  consultant team by facilitating management decisions that change the

r = -
- . ¢

organization's structure. For instance, management can create, subsystems )
: D ! - - \ . .
that are responsible, on.a continuing basis, for carrying out OD functions

.t
2 ©

in'the district. - Mkéw i . = 4 ‘
]: \l‘)C . -’ . N Ve 'l(’}‘i . ,
L« ., 2 . T - '\
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Another facet of the external OD team's work is its peer

-

relationship with the internal OD team during Preparing Educational

\ Training Consulzants: Consulting (II) and Prevaring Educational Training
o ’ Jorsulrants: Irgamizatioral Develorment (III) training. While these .
\\ PY - - . ¢ L .
' trainees are conducting their projects and interventions, they can - ¢

receive help and support from the external OD consultants. Simultaneously,
’
these OD consultants can gather and report all kinds of information
‘- concerning the total situation to both management and the Preparing -

. . —
Educational Training Consultants: Conshlting (II) and Preparing .

Educatioral Training Consultants: Organizational Development (III)
*

trainees. The external OD consultant team can thus perform a linking ».

»

(function for the total organization by keeping track of PODS implementation,

‘
*

. utilizatign and outcomes, .

rd

F 4 - - RESPONSIBILITIES OF THE ORGANIZATIONAL DEVELOPMENT CONSULTANT TEAM

From our PODS installation experiences, we can infer-that until.
éoﬁe prbvféion is made for‘followup to the PODS training, much of theé

\

benefit of this training will be lost.. Therefore, we recommend that
three to five OD specialists who aré familia® with PODS gerve as an . -

external OD consultant team with the fé;lowing responsibilities: ' {C\\\;

’ AL Responsibilities to trainees

r

1. Conduct regular, followup aétivities L b=

» N H
2. Consult with trainees about the problems they are °
- experiencing .

» . -

3. Help trainees become continuous, active learners,

4.  Assess trainee progress ididebeloping skills s N .
o *5. Assist in schedultng workshops that sﬁpport tréiggé ~ "
\ . learning efforts -~

| . *

6. Provide general support

[ ¢
-
e,
o
:




RELATIONSHIP OF PODS TO OTHER METHODOLOGIES

in the literature of 0D.

128

»

.9,
10.

B. Responsibilities to management

Providé addltlonal‘staff development, as needed\aad
de51red . ‘

-

. -

Watch out for potential twouble spots (ways in which
trainees are resisted or blocked)

Consult with ‘trainees, as needed and desired

Intexvene in ways that facilitate growth anﬂ'development

I d

{
1

§

1.

Responsibilities to the system

.

’ Hake regular reports directly to, the executive officer

and/or management

Help management derive implications

3 .
Generate alternative interventions -
Facllitate decisions regarding action steps, as
needed and desired N\

Observe and record behavior of organization medbers
as action steps are 1mplemented .

. -  J
Create or assist in creating data-gathering instruments
and procedures for obtaining, at interv3is, essential
information about the status of the orgdnization

Help management see_how it and the district will bénefit
from productive use of the newdy acquired competencies
of the PODS trainees -

-
-

1.

-
-

* }
Collect and analyze data on the status of. the school
district ’ . |

-

Keep track of the effetts PODS training has- on the system
Build a climate ,of_ ac_oep‘nce and support‘ ‘for Oo'work
Conduct survey feedback sessions on a régu1a$ basis
Keep track of the entire training program (who is getting
what training and with what results)”

L J
Through interventions, £acilitate increased growth and
maturity of the system - - . .

¢ ~—

There are'striking similarIties among the_various strategies found

Y * i ‘

]

13,

"These sfmflarities are generally in the areas

.
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T of‘th%ory assumptions. The PODS program was developed py the i
I, - o ‘ ﬁ' ‘ . . T . .
“Northwest Regiondl ‘Educationgl Laboratory to allow for the integrafion
. - AR - . . e . #.

Preraring Fducational Training Consultants: Skill® Training (I) training,
. : ¥ - e

+it realizes that the training its members bring in from other methodologies'

" increasés its reper”erof skills and its effectiveness js a consultant . -

’ .

team.. The PGDS program gives focus Trid form to ot;he«r' methodologies and. .

Y

thereby increases the effectiveness of a school system's planned change - |
‘,-.;. . ¢ . R N \ - L
efforts. & . . ) ,
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i What is_ PODS? ' ~
. ]
‘ . Compiled by Marilyn Rieff

The Improving Teaching Competencies ‘Program, of VWREL -has developed'

a, total of 14 tralning systemns for educators (see Table 1). Table2
v é

indicates target’ populations for which eagch system is’appropriater

P : . & ’
These .systems, have been organized into the five components shown in

»

Figure 1. With the exception of System Approach for Education, the
systems listed in the third, fourth and fifth components constisute

the‘PbD& program. The systems listed under components I and II are

‘

. examples of\additional training thankcan be used to enrich the PODS

‘-
experiencte. .
- ”~ v
14 .

PODS consists of seven diffetent workshop experiences:

Researcn\UG}lizing Problem Solving
“- o '. U ’ ’
R Sicial Conflitt and Negotiative Problem Solving

0/Interpersona‘:ommunications N ) . -

Interpersonal Influencqu

2. - D . ) e »

Preparing Educational Training Consultants: Skills Training
<~ ' ,

! Preparing Educatidnal Training Consultants: Consulting

. . P Ay
. Y
T \- S
v, Preparing Educational Training Consultants Organizational
DeVelopment , '

Each instructional System is concerned with a particular process

&

area, such as "action research” as a planning and improvement process,

Q)’LTV or processes of basic interpersonal commupications An overview of the
o 750, ~

‘és? kinds of training outcomes provided bv the systems in each of their ’

-y N

/”five categories is given in the top half of Diagram 2. 'The bottgﬁ halfy
i . et . ‘ 133
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Categories of Instructional Systems
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I'igure 1 (continued)
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of Figure 2 lists the Improving Teaching Competencges Program tstaff's
: ’

hyvpeotheses about outcomes representing improvements in school procedures

.

. -

and learner experiences.

An instructional system typically includes: a) an ihstrqctor's
- .

manual; b) participant handout materials, including instructions for

exercises, theory papers, simulation scenarios and assessment imstru-

s

ments; ¢) reusable demonstration materials, audiovisual aids and

A}

equipment, and d) related volumes containing appropriate‘research,
action techniques or assessment instruments, when appropriate.’

The PODS experiencé is most productive when the instructional
systems, are taken sequentially. Researcﬁ Utilizing Problem Solving,

Interpersonal Influence and Interpersonal Communications should pfécede

Preparing Educational Training Consultants I: Skills Training, while

}

Social Conflict amd Negotiative Probtem Solving should.bq taken prior

to enrollment in Preparing Educational Training Consultants III: Organi-

* #

zational Development. In addition, Preparing Educational Training
Consultants III: Organizational Development participants are expected

to have a prior and thorough understanding of systems analysis and
. . ) ’ "
systems -synthesis. There 1s no Northwest Regional Educational Laboratory*

.

instructional system that meets fhe Improving Teaching Competencies
Program staff's criteria of "low cost" and "mass disseminable." However,

- } Al
Such training is readily available through college, universities and

~ -

? ..

various educational consulting organizations.

Descriptions of the seven PODS systems comprise the remainder of
. ; - ’ N .s B ;
this Appendix. Authors, goals, a narrative description, and statements

.
n

regarding replicability and effectiveness, are provided for each system.

‘

4

- ‘ *
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Figure 2: Trainineg Outcomes for Each Area of Processes
and Wypotheses About Resultant Outcomes That
Represent Improvements in School Procedures
and Learner lxperiences
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] cuh"Nes Jung, Senidt Author - hd ¥ . »
CE— \ v - . . i N . ’
- Rene Pino,, Chauthov/Déveloper ‘ . o .
: Ruth 'E'nory, Coauthor/Developer . * ro ‘ N
‘ 1 ) s s - . 3 . . . A . —‘ ‘
. /> N ‘- . ) - Q‘ N . \ .
v Intended Users’ N ;
R '& - LY ‘ " , ’ -
Primarily, Res«q,reh !Utilizing Problen Solv1ng has been designed for
® > : ) 3 *
. t*he followmg role groupe" te administrators, supervisory and
c e Lo %
A coordinating,personnel and stu ~in preservice education. The
w' . co = . 4 ’ ” i
;;. ir)struct‘ional systems can also be used with high school students, parents,
. ¥, ‘ . . -0 S ’ : ’ -
. and community groups . , . ' .
{‘t » 1 4 ’ . * . .
. N . N ~
P . . ) . . % *
. Main Emphases Y . : - . j g
" N Ve Vel . > . .
° . Research UtlllZlng P):oblem Solving 1s ‘an: experientlal 1nstructional
< N . .

‘\system Wthh p%\udes 1nfomation about a 5—step method of problem SOlving

\
-g

) aad glves participants an opportunity to pracsice and improve their pr.obl.em
L] . a
* solving sklll.,s Team bu\}“ing relafionshlps are emphasized ip t;he workshqps

. %:rtic:ipan‘ts develog a project to be imp~lemented in their. backhome setting

~

el
”

Py ’ wee
. N ar «
L, \ - . . JaF € -
s, Intaﬁs,Contents S ’ , . -
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« N -

The purpose o.ﬁ a Research Utleing Problem Solving workshop is to g
LI 4 . . \ PRLIIY AN s
- prrepare educators to use technlqug__ for~ defining, analyzing and solving
L 4 ’
: ;:'f" problems. The program provides teachers\'and administr_ators with’competenéies
~ Qf . ' 'l . . : . - . N " N '
- ‘ in: ’ * - ’
' ., ,-0.. . . R
e, e App,lyinglfour guideline criteria for writirngg .problem statement
ot ! *
‘ . Paraphrasmg in interpersonql COmmunlcations o ' <
‘U’sing, the force ’field 'iagnostic technique ¥
a ) Sel:ectg.ng and creatiixg 1nstruments for data gathering
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Identifying personal styles of teamwork behaviors .

Utilzing concepts andékills of giving and receiv1ng f&dback

@ oo

Using criteria for deriving implicatipns from research find;Lngs :

Brainstoming action altem&ives to meet implications derived,
from findings . , .. ) - 4

CEoL
e
Applying guidelines for plaﬂning and implementing./action alternativeés
fdeyifying and’ evaluating small group dynamics
-*
Plarming a backhome projekct . .

Ewvaluating solution plans

Conducting\ a'backbome RUPS project

The prog-:atg also gives participants skills and techniques for

* identifying and diagnosing classroom or school.probihn;s as wellAa’s for
designing action plans to resolve them. Evaluation bécomes a pattern
y : “{' - Lt

of repeated objective~diagnos’is in this prdcess; Emphasis of the -entire
’ ~

design'is 'on.teachers and administrators practicing their "do it" skills

to perform “he prgblem solving process. !
13 .

Al
-

iy

Main Activities ’ ) ! . o~

& . i
A Research Utilizing Problem Solving workshop is divide_d_.ﬂ\{? *

% vaa., se;quential 1nstructional session,s In each session, partivpants engage

N 4
1n small group discussion 'experiential exercises, .and simulations The

4, A
' -system in@@udes films theory papers, written exercises, observation

“activities and self-evaluative guides. Continuous active participa;,ion

is demanded by u&ng a simulation-situation i which'the trainee "helps"

-

a fictitious teacher or principal solve/a

- ‘ - . 4 y R ;
Probwolving model. ' LT
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Provisions for Use o . N \ -

-

A.. Format: WOI.'kShOp_ | ‘ A o 4 ..
‘ ‘ ’ ’ ' t v
. B. Persdr‘x’ne;l.-‘ Requi’fe;d . . - _ Ve -
e ‘ One eip;rienced trainer per 12-36 Ypa“'rticipants' L ,
: C.. Product.Compm;en‘ts: - . S ’ -
. ‘ : ) .o \
Required: 1 trainer's manual per trainer ‘ .

v . 1 set of participant mdterials per participant
' .1 audiotape T / -

" / 1 text.per .participant - - , .
T Optional: ﬁeséa_rch Utilizing Problem Solving: -
' Outcome .Evaluation Report (1976) ot
- ‘ ’ . .‘
.. Research Utilizing Problem Solving:
- . . " Summary of Outcome Evaluation Report
/ e (1976) ) S
v i‘ b “‘ - ~ . * ! q i A = .
« . . 7 Outcome Milestone Report for Researcq - ) , .
P Utilizing ¥®roblem Solving (1974). -
- / R —_ -
' D. Other Resources: v , ~
* . . ' 1 ta;pe recorder
. Newsp’rint,,felt pens, masking tage . . )
. " A large room (preferably carpeted) with movable tables ' 4 ‘
. ' . and confortable chairs - L X
’ Beverages and refreshments in the room . -
. , - o . ‘ < s,
E. “Related 'Prod:ct’s:. ’ ‘ ‘
. - 3 \
. (r . ) / u ?
N F. Time Span: ., o . S ,
. ‘ﬁ. ) ' s . . T .
" The 30 hours of’ instruction take fiye consecutive days or ) .
- _two sessions of 2 1/2 days scheduled a week apart. Two - -

3-hour fol,lowup'sessidnsg‘e sche ed for six and twelve ) o A
weeks after treining. '

. .
. A .
@ . . R

* +~ ‘ L]
Conditions of Use
. Althoug!}t&here are no prerequisites for-t{his training, particiiaants .
) .must bf’present for every session of tMl, workshop since the exerc"ses,«
are sequéntial and cumulative, - " . ‘
. . "ﬁ [

.
. . ' ls, = - -
o F o .j - i .
r A o
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Cost Range

CYassroom. Version
- -
A ]

Leader's Guide: Regearch Qtilzing Problem Solving (282 pages, loose
leaf and three-hold punched) $11 00 "~ . .., P

Participant Waterials (281 pages, loose leaf and three-hole punched)
- $8000 per%e:\ .

By Charles Jung, Ruth Emory and Renéd Pino -
. v .
Audiotap€ Recording " . ' —
- $3.85 . R
. Text: Fox, R., M. B. Luszki and R. Schmuck. Diaggssing‘Classrqom

LearningﬁEnvironments. Chicago: 5Science Research Associates,
1966. ($4.00) .

Administrators Version < o
i -

Leader's Guide: Research Utilizing-Problem Solving (287 pages, loose ,
. leaf 4nd three-hole- punched)
’$11 10 ' - . '

’

- - '« Participant Matérials (287 pages, lqose leaf and three—hole punched)
§7 90 per set ¢

o« . Audiotape Recording . .

o $3.80 ° Sy

s

Text: Fox;‘R., R. Schmuck, E. Van Egmond, M. Ritvo -and C. Juhg.
" Diagnosing Professidnal Climate of Schools. Fairfax, Virginia:
.NTL Learning Resou®ces Corp., 1973. . (§7.75) ° C . .
. ? ., » [ ) .

»

e,

. . L B} /
' 0ptiona1 evaluation reports arei&bailable for $5.00 each.

"Client. groups dﬁst consider

1

- © e "
- 1.x Cost fUr trainers, 5 days plus travel expenses and.per diem >

— It

2. Release time for participants, 5 days *

]
S TR )_‘

-

[}

Adaptability ‘ ) ..

. e
4 - - »

o, . - ' | ' -
The printed materials are easily adapted by qualified traiﬂers to

meet the needs of'users o;pé} than educational personnel.

3 o ’ ]




. Product Availability - . . o0

. -

Commerc ial-Educational Distributing .Services

s P. 0. Box 3711
EE o . . Portland, Oregon. 97208

- - Training Materials:

L4

. . ~
Evaluation Repdrts: Northwlst Regional Educational Laboratory
. . Improving Teaching Competencies Program .
Dr. John.Lohman, Program Director
L4 ' L]
_ v ) , * . .
- For Additional Informatidh Contact - ) s
i ' ~. ° '
Dr. William T. Ward -
) Improving Teachir}g"ﬁompetencies Program
Northwest Regiona® Educational Laboratory
] i '7ﬂ]_.0 S.W. Second Avenue . \ T
Portland, Oreggn 97204 | i .
(503) 248-6868 K . ’ ‘
* - ' :
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! .
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- STty BT T e, “tor/Tovelcser -
| FAL " n Croth*vilson, sutlio r/‘.’%_\oloper _
s - ] ) A
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. Py : .
- Iptended Users . ) ,
y - ~' . . |
S . Social Conflict and Negotiative Problem Solving is designed primarily

". for the following role groups: Eeachers, administrators, supervigory
. v : ) -
and -coordinating personnel, and persons from teacher associatgggi,

[y

ot

.

coliegés, universities, state departments and community education groups. .

.
. .
. o,

» 1 ) .
l Main Emphases E - -
. ' Social Conflict anq Negg;iativg\?roblem Solving is ; rei;tiVely
) structured, experience-based work;hop which focuses on helping people to
) i deveiop more useful pergenal understandings of bonflict“apa to respond :
more sugéess;ully to conflict ;ituations. : i . . ‘
\ ‘ ! . ' b
Intents/Contents - _ ) i - i .
) The workshog\is ?ased on the assumptio§ tgét expe:i?nce précgﬁes .
; géarniné and that the meaning gained from'aﬁy experience comes from tﬂb'
learper; Participangs hzzg an épportunity to interact with designed,
acti;ities and theor§ ﬁapé}s to form pefgbnal understandings and atéigudegt /‘
‘about the followi;g key aspects o~f‘ conflict: ' o ’ . s .k - ‘
The nature of conflict ) ) )
. What is conflict = _ | ) . . .
The causes of conflict B ' . : ’ )
o ] . . Feelings and conflict . . -
' ' Diagnosing conflict ’ ] /. .
. . 'Self-interest and'conflict ’ : v C !
. < \

The role of self-interest in conflict '
Distinquishing among self-interest, selfishness and altnuism S
- Identifying your own and others' self-intarests - toe o
Presenting self-interests: assertive, nonassertive and

aggressive styles o

° .

o
[
o~
(o)
ol
g ]
»

ERIC Svu | .
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[}

‘Power and coaflict . ' : /

The role of power in conflict
(¥ The bases of power ’ .

o Feelings of power and impo;ence ' .
: : Diagnosing power : . o P

\ »—1 + . ~
Responding,to cqnflict .

Interpersonal styles for coping with conflict:
avoidance, accommodation, competition,'collaboration
-~ and negotiation - . yo-

A Negotiative Problem Solving Process for Conflict

) Conditions for negotiative problem solving, .
Diagnosing conflict- « .
Preparation for negotiation . - ‘ LD
Good faith bargaining
Assessing negotiation outcomes
Main Activities . . - & .

Through de'signed activities and simul?tions, participants‘are presented

"with multiple opporiunities,to involve themselves in lggrning about conflict
at personal and interpersonal levels. Partici?ants are encouraged .to

-

“establish and pursue tneir own learning goals and to support norms of

. openrmess to self-inquiry, risk taking and "experimenting with new behavior.

“
3

Opportunity is provided for personal reflection and integration, and for

”

application to participant‘work settings.

¥

Provisions for Use ) -

A. Format WOrkshop - v :
B'p 1 Required: oo
ersonne Requ re ) ‘ ' -
Y 1\
- . A team of two qualified\and experienced trainers per 20-36

- participants ‘ ‘ - . .

3

C. Product Components:

Required: 1 trainer's manual per trainer ' ) )
1 set of participant-materials per participant ¢

S | ' .

o . ’ ' ' ) IS[ ) - ’ ,147
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-« - ~

Optional: Evaluation Report(s): Planning Milestone Report
for Social Conflict"nd Negotiative Prqplem*Solving
(1974)

‘Pilot Milestone Report for Social Conflict and
Nego iative Problem Solving (1975) - -

-~
~

Interim Milestone Cycle’l Evaluation Progress Report

. (1976)
* " D. Other Resources: .
. . Newsprint, felt pens, masking tape //
A 1arge room (preferably carpeted) with movable tables .
and comfortable chairs R :
’ . - Beverages and refreshments in the room
7 .
E. Related Products: - '  _. o
F. Time Span: . N

' ‘ The workshop includes five days of training which can be covered
' d¢onsecutively or on consecutive weekends.

\

Cordditions of Use . )

- - -

- ‘ This training may be more effective if participants have previous.

»

workshop experience in small -group brbcess sk.1ls.. Participants dﬁst,bea

present for évery session of the workshop since the exercises are
’ : ~ ¢

sequential and cutulative; interdependence ambng participants in these

exercises 1is high.

+

_*

Cost Range . .-
Materials are currently under development and training is provided
at no cost to participants when used for field test purposes. K

\ . I

. Adaptability . . . - .

‘* Information 1is not available at this time.
. .- - ¢

-

.
1
Cv
AN

4




Product Availability

‘ ' L4
The materials for this program are currently undergoing development

and- evaluation. For,;his.reason, the training materials are available-

<

for approved field test purposes only. Optional evaluation reports are

available at $5.00 each from the Northwest Regional Educationa& Laboratory,

gimproving Teaching Competencies Program, Dr. John Lohman, Program Director.

-

For Additional Infoermation Contact

L 4
Dr. William T. Ward

Improving Teaching Competencies Program

+ Northwest Regional Educational Laboratory
710 S.W. Second Avenue .
Portland, Oregon 97204 )

(503) 248-6868
/
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Intended Users .

- *

’ Primarily, Interpersonal Communications has been desig;éd for the

. .

following role groups: teachers, admiﬁistrators, supervisofy and

¢

coordinating personnel,,k and preservice education students. The

~ ! ' .

instructional system can also be used with high school students and |

parent groups. - ,

. . ~

Main Eﬁﬁhases .

J

.  Interpersonal Coﬁmunications }s an experiential instructional

systemn. It provides (a) information about the p;écegs of tommunication,
(b) opportunities for participants’ to increase their interpgfsonal.
communicétion skills and (c) ;%perientes for understanding one's own

styles of communication. ‘ |

A Intents/Contents

¥
An Interpersonal CommunIcafions'workshop provides part*éipants with

: / ’ .
knowledge and skills generaldy applicable to: (

1. Face~to-face communication

£ * \ ‘ /

2. Individual styleé of communicating

3. Group-ang organizational factors which affect commdnication

L I \
B 4. Cont d imprqvement of one's communication’ skills > -
During t#e workshop, exercises include? (a) paraphrasingy (b)-behavior
N description, (c) déséribing feelings, (d) nonvegbal comminjcation, (e) the

.concept of feedback, (f) matching behavior with'intentions, (8) communicating .
14 * Y 4

-

under pres ure and (h) communication patterms in the school .building.

-

. l!)i)_




-

@

I

Main Activicies

" Provisions for use . . .

E

There are 20 instructional sessions that cofiprise an IPC workshop.

Each session involves the participants in practicing communication

behayiors, learning ways t6 recognize these behaviors, and receiving

feedback concerming their use. The system includes films, tHEory papers,

AN .
written exercises, observation activ}ties, and self-evaluative guides.

-

’

. - ¥

A. TFormat: Workshop ) .
B. Personﬁel Required:

One experienced trainer or a team of qualified trainers
for 12-36 participants (materials provided for multiples
of 6).

-
»

c. Produqt Components:
1 trainer's manual per trainer ’
1 set of participant materials per_participant
B 9 16 mm films :
1 audiotape

Required:

Optional: Field Test and Qutcome Milestone Report for
" Interpersonal Communicaf4ons (1974)

. . Summary of Interpersonal Communications Field
' Test and Outcome Milestone Report (1975)

&

D. Otﬁeﬁ Resources:

©'1 £ilm projector
. 1 tape recofder

Newsprint, felt pens, masking tape A ’ "

A large room (preferably carpeted) with movable tables and
confortable chairs -

Beverages and refreshments in the room- .

E. Related Products:

W
v
‘“4:'

1
\

~g




s . F. Time Span:

" There are 20 sessions which require approximately 30 hours
to complete. Whenever possible training should be covered
in" five consecutive days or two sessions of 2 ' days held
‘within two weeks. ] '

Conditions of Use.

¥

Although there are no prerequisites, participants must be present

for every session of .the workshop since the exercises are sequential
{ ) and cumulative.

e

. Gost Range

Leeder's Manual: Interpersonal Communications (396 pages, loose
leaf and threg-hole punched) $19.95 each

Partic1pant Materials (342 Pages, loose leaf and three-hole punched)
$12.95 per set

'._ , ) l " ®
By Charles Jung, Rosalie\Howard, Ruth Emory and René Pino .

Audiovisual Instructional Materials ) he
$195.00 per set of nine 16 mm sound films and one audiotape

Above prices plus shipping charges
Optional evaluation reports are available for $5.00 each
Client groups must consider \_ ‘ : :

1. Cost for trainers, 5 days
plus travel expenses and per diem

P

2. Release time for participants, 5 d2%§~\\

Adapta‘bility

-

Easily adapted by qualiiied trainers to meet the needs of users other

than educational personnel .and”to fit into differipg time)constraints.




Product Availability

Training Materials: Xicom, Inc.
. RFD 1, Sterling Forest
+ Tuxedo, New York 10987

Evaluation Reports: Northwest Regional Educational Laboratory

Improving Teaching Competencies Program
Dr. John Lohman, Program Director

~

For Additional Information €ontact

Dr. William T. Ward

Impzoving Teaching Competencies Program
Northwest Regional Educational Laboratory
710-S.W. Second Avenue

Portland, Oregon s9720&

(503)-248-6868




4T R L.

] - 1
i ry, Jattor/Doveloper

e ¥ ’
Author/Neveloper
* . (

rico,

1

Intended Users «

Primarily, Interpefsonal Influence has been designed for.the fqllgwingi

-

role groups: 'teachers, adminfstrat%Fs, supervisory and coordinating
personnel, and preservice education students. The instructional system
. -~ . A

can also be used with higﬁ schopl students and parent groups.

Main Emphases
- : T . /
,;/ » Interpersodgi Influence is an experiential system which provides

-

- 2 /“I
(a) information about the basic concepts bf influence procesges,

(b) opportunities for participants to practice influence skills and to

identify théir characteristic styles of interpersonal influence. s
'u, ’ - 4
—
\ , ‘
,- Intents/Contents T ¢
.t . - - -~ . ’ ‘-

The activities in this instructional system are designed to provide". A

the following competencies: ’ B
Ability to identify and explain. the majc;r ideas ‘that describe- . -

the processes of interpersonal influence . .-
Capability for using guideljnes provided to diagnose and analyzé )
forces and efflets of influence in selected interpersonal and .

group situations - e Qiﬁ‘

TN , ;ﬁ?ﬁaﬂﬂtUJ

Ab{ility to identify and make judgmé%és about one's’%haracteristi"
S

influence [styles . .
Ability t¢ identify extert and naté%ikof one's own need te
influence ot /

= . [

Capability for identifying way$ in which pf nciplés learned and
guidelines utilized in the workshop may be/applied in settings
other than the workshop . . L m——

‘154 . .
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LT SR Y
. . Main Activities o ) . /

, N .Jl‘here are 20 instructional ~Sessions in‘an Interpersonal Iﬁfl‘uence
: AN L’

V?FkShOP.' ,During\- the workshop, participants exper@nce a variety of ways

-, ,«in’which they 'may'learn about interpersonal influence. There are written -

- . 1)
definitions, desériptions, _some films and. tape record$ngs.to tllustrate

3

v —_— -

Ki . behavxor§' of prasent dilemmas. There. -dre times for reflect,ing on

. . ,e.xperiencgs and ways of doing things; times for distussing ideas; ~*

] techniques for observing and analyzing ‘behavior. There are opportunites-i ‘ 3

. ‘ N o .. 3 . .
.

to share obdervatidns with others and sto ask for‘observations and reactions.
‘ v B . - *
) There are some simulation, task performance and role playirng situations
Tiiw - 1in which participan,ts can try out behaviors.
e e . - .o
. ey v .
‘ %rovisionﬁf fo’f Use'“ RN LT . - :

“ e SR > , SN
- AT :F,orma‘t’: Workshop T e

L. L B.‘*"P'ersonnel Requii:ed:
' One experienced trainer per 12- 36 participants * ¥ i DR
’ b T B 4

L

c.. Produ(;t'Components: — o o ’

'Required: 1 trainer § manual per trainer e ‘ B
, . . © 1 éet of participant materials per partidipant
%, ' ‘§ 16 m films -~

\ . . - R audiotape L
2 . Cel e t 'y ‘

T s ‘ Optional,: Followup Survey of Intvpersonal Influence o
- : " Interim Field Test Partichantg (1.97&)

. S - ﬁ , ”lnterpersonal Influence Interim Eva‘luatioh , C
; CoE T Reporetene) t L —r

. . - Summary of Iiterpersonal Influepce Intepim 2

R , # - Field Test and Followup Survey (1975) * . c

&

-~ v .- +
-

- : _,‘ R Interpersonal Influence Final Evaluation Report
R L - ' Report (1976) e =
. G ! ) - - - \ AR '

g Sel - - . . Summary Report of Interpersonal Influence Field

: ‘Iest, Impact Study and‘ Expert Review (1976)-« R . -
- A ’

A

- - - . -

M S ) ' ' oL . S S k - \‘/
LA ‘ ‘ " . G * © 155 ®,
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ERI

Aruitoxt provided by Eic:

iy

3

D. Other Re ources v - ] ¢
; Y C / ) ( ‘ - / . ) ’
' 1 film projector : “ ﬁ . .

1 ‘tape recorder

© R . B .
) Newsprint, felt pens, masking tape - ©oa -
’ A large room (preferably carpeted) with movable ‘
o a tables and comfortable chairs i ’
~ Be_Veraoes and refreshments in the "moom : ‘
. C e e ‘ | . ‘
o , @
. _E. Related Products: * . . Ce
. ) ' » )
- - r - ' . & )
) . . . .t
'F. _Time Span:
) 7 .
- X4
., * The. 20 sessions requlfe approximately 30 hours to complete. .
_ Whenever possible tralnlng should be covered in five consecutive >
days or two sessions of 2 % days heI%”w1th1n two weeks -
S - . s - . . :
nditions of Use .o . ) .
- 4 ) ' * v ]

- -

. Although these are 'no prerequ151i;s for this tralggng, partlcapants

»  must Ge preseat for every session of the workshop since the” e‘(erCISeS‘

. -
are sequential and cumulative. . . )
A ] - N s . . : . '
. Cost Range T . N ( ‘\
. ’ Leaier's Manual: IKterpersonal Influence’ (237 pages, loose leaf
. .ad three-hole punched) $19,95 each T - ’
o . - %
< Par€1c1§unt Materials (185 pages, looee leaf and three-ho}e ,
’ punched) $14 95 per set ’
— 3§ -
v By:Ruth Emory and René .Pino -, ‘
‘ , <$ ~ ’ '] [ .
Audiovisual Instructional Materials, et
. . $99.50 per set of four 16 mm sound films and twd ° . - ¢
, audiotapes | . ‘ A R e o7
Above priceg plus shipping charges ) . L ' .
i‘ - ) ‘?l ’ ) .
N :Optional evaluation reports are available for\ss.qp eac ."v '
i ®, , .
‘ Cllcnt‘ agroups must consider: %3 “ . (\7‘ . R
P - ' ' - . -
_ l‘ Cost for train?rs, 5 days plus travel expenses #nd - per ﬁiem; .
. - L ) . .
- 2., Belease time for participants, 5 dayd’ L T
5 ~ ’ _ '
z ‘ 156 ey i - - - -, - €.
. j o 1 6 0 A : ‘ T
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Adaptability . i
o [ . " - Cee e
4 The printed materials are eagily adapted by quallfleq trainers to

. ¢ \
neet the nceds of users other than educational personnél and to fit into

.- difiering time arfangments.

- ‘ Y
.

A
;

Product-Availability
L]

w. Training Maherials: Xicom, Ine.
. ) RFD 1,-Sterling Forest ¢
. Tuxedp, New York 10987 o=

Evaluation Rgports: Northwest Regional Educdtional-Laboratory
Improving Teaching Competencies Program
Dr. John Lohman, Program Director

-

- 1

- . . . >

For Additonal Information Contact
Dr. Willianm T. Ward
Improving Teaching Competencies Program
Northwest Regipnal Edycational Laboratory
710 S.W. Second Avenue
Portland, Oregon 97204

(5034 248-6868 , [

-

Aruitoxt provided by Eic:
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PPEPAEIIR ZDUEATI TRATNING C :':Uw’bis: SKILLS TRAINING

4 * -
4 '

" Rene Pino, Author/Dewvsloper ’ ‘-
.~ Ruth"Imory, Agthor/Developer

L \ Cherles Jung, Coauthor/Developer Cy : A
First og the three-part PEIC series. \ I N
. ' ’ . ’ ! ;d' - T - d
ot ' 8 . ) . . -
- Intended Users ‘ Co . o *
a e R . o | . .
This training” systeém .is designed fdr'educators gt. any level who
N . Qish to acquire trainer and consultan><skills. ' R .
e e : ‘ HAY ) .
y ) “~ Main Emphases - . <-
< Preparing Educational Training Consultants: Skills Trainiué“is'an'
. ) oy

- ‘experiential instructional sy%tem whi(ﬁ'provides traiging in such process .
. \ .

' t N

skills as goal setting, problem solving, cpmmunicating, influenc!ﬂg and

e ! . .
,[\,' '. deeision.makﬁiﬁg.'.The focus of'a.Preparing Ed::atipnal Traiéing Chnsulbanrs:
4 o Skills Training workshop'is to prepare participants to function~as skills : .
) **\;‘ i;‘ ‘ 'rraipers and-tp“conducr group'process skills workshops. ’ g ‘
. ; e
) ",Qlﬁtents/Contents ’ X . ' )
! t:' The éeperal goal p? PreparingMEd&catignal Training Consultants: ~Skills*

%
Y

vIr5ining’is'td teach participants to train others in process skills and to
] ' Tt -
H . R . ~
facilitate<the,functidning'of small groups. During this process, skills *

-

trainers are prepared to:

* . - - . \ . PN

‘. 1. Assess issues and problems within a smail group . .
- 2. Diagnosé skill needs of individuald withip the group -
3. Identify group priorities gor skills training exercisgs
4. Apply criterla for selecking and sequencing skills training .
) exercises -
- * * ' T ~
- - . ' A N
: s
. . 5. Adapt and conduct skills trai ing exercises -
. ' ’
B - B, Evalua;e‘g%guisixion of skil . .
- . - T —‘ -
7158 R ) ) S
- 165" | -




,

: 1nstructional system. Also during the first week ‘fne !kills trainers are

‘are called Group Process Skills 't

,as the Group Erocess‘Skills/worksh--

kS .~ 4
y ”,
/ n t . .

, . » . ~ A .,
Main Activities .-, + o S ’ '

hd f

The ﬁreparing Educational Training.Consult@nés; Skills Trainers System
, . : L e T

is a two part workshop. The first part oﬂ the_prbgram!consists of a one week’
[ 4

¥

training program during which the Preparipg Educatxonal TrainingJConsultants
< y. L

Skills Irainers trainees (skills trainers)-study the b351c contepts of the

' -
-

pnoyidéd w1th a series of exercises to praq)ice group skills trdining .
The second part of the ﬁorksHOp is ‘a practicum for the skil]!?traine;s

During.the practicum the skills trainerq form trfos; each:trio works with a’

second group ofsié to 24 .people. :f{>

Jecond training week is referred to

jrd the sécond et of participants
[ .

These sessions, which are conducted

>

over a S-day pgriod are desigred so

'y
training in group Brdcess skills ‘from the trio of skills trainers The tech-

» » - -

ntqwes and strategies of group process exercises are applicable to any group

Sup Process Skills trainees can obtain

for whom the materials are new
- ) ’-i‘ e e e

4 . %

‘ggoviéioﬂsofdg Use ' ‘ S . . ) .o

~

N 2 { . .. ’ R -

e - A, Format:’ Two-Part Workshop ) S = !

'Part I Erepare ski&ls trainers to cbnduct group prohess skills

A @x;re\ses ' . N "t

g Part, II (Group Process SkiTls workshop)“allows skills qgainers tb

LT pé&ctice while they conduct4a workshOp for others in NS up’procais
or T Skills L e g . i . X
) ’ T N\ £ v e —‘.' hd
. :B.' Personnel Required: . - - (j? o v \ e S

. % ’ ¢ .
One senior trafMer who has cémpleted prerequisites including
Interpersenal Commudicatioms' and Research Utiliziqg Problem ol 4
Solving or has had comparable training experfience )

Parts I and I1: Twelve to eighteeen skills" traimers, materlals

-

have been prepared for multiples of three - 2
. , Part 1II: Twelve to twenty-four GPS participants per trio of ,
. .skills trainers °* ™~ - ' -
» Y ) . It / #
¢ R ' e Y I3 I - Y “ o " ‘.// v .
v . b 1 8\1 . * - 159
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Product Components:
\ ) at '

i ‘_.Requiredf Part I: Skills Training
1 setyof. 1nstructlonal strategies per senior: tralner
1 set of participant materlals per skills trainer
1 set of collection kf exercTses per senlor and skllls
trginer - . /
Multiple cdpies of. exercises per workshop -//
<. . ’ ’ N i i

Part II: Group Profess Skilis Practicum

.

»

. A .
1 set of 1nst‘ruvz‘10nal strategies for ’éroup Process Skills
‘per sﬁllls trainey - . -
1" set of participant materials per Group Process Skills participant
Multiple copies of exerclses per workshop
. ’ ’ . * t
Optional: Field Test'Technical Report for Preparing Educational Training
. _'Consultants: Skills Trainlng (1975) ‘

Outcome Evaluation Report for Preparlng Educational Iralnlng
‘Consultants: Skills Training (1976)
] i ~ . . R . /'
+ D. Other Resrurces: . v !
r . . t ) M
Part I: Spaclous’room\with movable and comfortable furniture; chairs
* and tables for smill groups. . o
Part. II: A similar room for ‘each team of skilfs trainers as well as a
general meeting room for conferenceﬁ and access to exercise
faterials .
N s . * YN - ,
Facilities‘for both sessions shouyld be locatéd near refreshment facilitites.

-

B

ey
Y- S

Both sessions: Newsprint, felt pens, masking tape, name tags, art supplies

\ . o -

E. Related Products: ’

-, L )
N oo s : B
Time Span: - - p

s

' _ _ B ’ !
i - ,
-+ Two weeks,are required tor skills trainers, five consecutive days for Part’ >\
and ei}be “five consecutive days or two 21 day sessions for Part BI.

_: ) d A5 [ .
t_"//ﬁ////ga;t/ll the Grodp Process Skills worksﬁop, requires one week of Group Process

Skills part1c1panL time.




Aruitoxt provided by Eic:
1]
\

r~

+
Conditions of Use

.

’Prerequggltes for Preparing Educational Tralnlng Consultants: Skills _
Trainers include Interpersonal Communications and Research Utilizing
Problem Solving or comparable experience. There are no prerequisites
for Group Process Sxills part1c1pants

s - '
Because this tr;lnlng‘ls Gumulative, participants must be present*ror
every Se<51on of the 'workshop.

v

r

Cost} Range ’

s

garﬁ I* Skills Trafning

.

1l set of instructional stra:eéies per éen*or‘}rainer (88.90)
1 set of collection-of exercises per seﬁior and skilld trainer
(831.00) . ’
1 set of parti¢ipant-matertals per skills trainer £§6 85) .
“ultlole copwes of\errc1se handouts
[
f’:% Group Process Skills Practicum

-

f set bf Group Process Skills 1nstruct10nal strategles per sk11ls
trainer ($6.80) . .
1-set of Group-Process Skills participant materials per Group
Process Sxills participant ($5.90) :
Duplieating options for multiple copies of eXercise handouts
1 set of 138 camera-readv exefcise handouts ($11.00)
. L2 sets of all exercise hamdouts ($64.00) . .

12 copies of a single exercise handout ($.50) .

v

Cpticnal-evalyation reports are avatlable for $3.00 each.
.- . . ;

" adaptabtlity

.
-

roduct Availabilit~ _ -

3

’ « . Y s

YTfainéng Materials:. Commericialmﬁducational D!gtributing Services
~- ST P. 0. Bax_3711

- ] Portldnd; Otegon 97208

-
-

Evaluation Reports: Nerthwest Regional Educational Laboratéry
’ ’ Mproving Teaching ‘Competencies Program
i ' Pr. John Lohman, Program Director

. .

_For Additional Inf

- Dr. Willia
Improving Tea Hlng Compétenc es’prﬂgram
Northwest Regional Educatidnal Laboratory
710 S. W. Second Avenue ", -
.Pértland, Okegon'97204
9 .

(503) 248- 6868

“




S SSSSSSS““““EEENHInIISHEHHBHEEE - - S o -*
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‘. . -
ITDTT FRIVZES SEIZLS - A SHILLSWTEAINING WCORHSECP . . . E ]
- ' " . A .
~ . -
@ v, ' . '
¥ Rene Pino, Author/Developer - C
Ruth Emorv, Author/Develouper - . .
. . >
. v e
4 ’ L -
Charles Jung, Coauthor/Developer - o
) - 2 - . - Y
7 4‘
g Part II: Practicum of Preparing’ EHucational Trdining Consultants L: -
. ' . ] - -
: * Skills Trainers . < - <
’ . . ~
A ’ K :
| _. Intended Users S R

.
.

" Group Process Skills has been designed for the following role grodps;f .
- ' . .
; teachers, ddministrators, supervisory and coordinating personnel, and students .

s
b “ o

. . . . * - e
| ) in teacher preparation. . ' e ¥
‘ ! ‘ / I .
. a . - N . 3 . . s
Main Emphases ‘oL . IS
> . - _ B M /
. % . i
L3 . . , 1
- . The materials used in a Group:Process Skills workshop have been designed. \?
‘ ~ N

[ , \
v

to help participants become more effective members of the organizations to

[

which the% belong. The materials emphasize such process skills as communication

stechniques, problem solving, decision making and goal identification,

R = . L S
¥ ’ ' . ) ‘ P
« ¢ Intents/Contents. , .
o . ‘ . ' ,
THe Group Pracess Skills program has been developed to provide participants

bt ‘/ . o U . v
- with' the opportunities to:, . ] .
T ’
¢ assesd existing and potential probléﬂ% w1thin an organizational )
. subgroup of which they are a pari‘ . . ) %,
. - ‘ »
>
, Do Identl v small group psocess skikls whicH they, as an lndividual
. “eed to 1~prove N .
- oot Igcrease their experience w1th these skills by participation in
: exercises chosen by the trainers *© ’
Integréte learnings.for abplicagion in their backhome setting
- ’. ] \
Main Activities’ - . o ; / ,:?
» - As”a group works through the materials under &he guidance of the trainer,
. ¢ - ’ /l
' . . . P . e L3 , e
] . dats is gathered’on the group"“s makeup and use of prdcess skllls. Participant's
N - ) -’ . . \ i } _ .
- gather much of this data themselves and learﬁ'to analyze it. Weaawh§}€:7cne A
trainers use tHe data to hglp thbm dlagnose skills néeds as well as to select
o ‘- and .sequence, ex rcises especiallv designed to speak to*such needs.
.. f .. . \/ - T ’ RS
\) 3- * ’ . *

f
(o)l
to

ERIC L 1., * L

A i Tex: provided by ERIC [§
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Provisions for Usé' ©

Formats Workshop

Personnel Required:

Two experienced trainers per 12-36 participants
: .
Product Components:
1 set of instructional strategies:for Group Process Skills
fer trainer
1 set of collection of axercises per trainer e
1 set of participant materials per Group Process Skmlls
participant
Multiple copies of exercises per workshop

/

/

D. Other Resources:
A -
Newsprint, “elt pens, masking tape, name tags
A large room (preferably carpeted) with movable tables
and confortahle chairs )
Beverages and refreshments in the roeom

Related Products:

-

Toup Process Skills is used as the -practicum for Preparing
Educational Training Consultants: Skills Trainers, a training
system designed to prepare individuals to function as. "skills

trainers. -

: F. Time Span: -~ .
f?\ P .- . - - -
_ “roup Process Skllls requires approximately 33 hours -of training.

Whenever pOSSlble, tralnlng should be covered in five consecutive
days. » -

- - -

_Conditions of Use

Although there are no prerequisites for this training, participants must

- -

“be present for every session of the workshop since the exercises are sequential
k3

and cupulative.

Cost Range:

Colléctign of Exercises ($31.,00) -
Group Process Skills Instryctional Strategies ($6.80)
Group Process Skills Participant Materials ($5.90)
Duiplicating options.for multiple coples of exercise handouts,
1 set &f 138 camera-ready exercise handouts ($64.00)
12. sets of all efercise shandouts ($64.00)
12 copies of e’single exerci%e handout ($.509

173




»

.\\
W

.
A
"Client groups must consider:
° . M

~
1. Cost for trainers, 5l§ays plusgtravel expenses and per diem

2. Release time for participants, 5 days

-

: _ - .

a

N .z

'Adagtabilit&

L +

This training'system is easily adaptable by qualified trainers to me the

.

needs of users other than educational personnel and to fit into differing-‘Xime

constraints. ) \

-

-
Product Availability . T

- 4
Cbmmercial-Educat%pnal Distributing Serv’ces (CEDS) .-
P. 0. Box 3711 : ‘ ‘.
Portland, Oregon 97208 ° ' .

For Additional Informatidn C&htact"

Dr.' William T. Ward

Improving Teaching Competencies Program

Northwest Regiconal Educational Laboratory

710 S.W. Second Avenue

Portland, Oregon 97204
-

- (SO%) 248-6868" e
\ v | )
- v ) — O . et .
)
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PRZRARING EDUCATIONAL TRAINING CONSULTANTS: CONSULTING

N

. T

~ 3
Rene Piro, Author/Developer
o Ruth Emory, Author/Developer

Charles Jung, Coauthor/Developer
- Seeond in the three-part series

»

Intended Users *—tx—i “

-» .
This instructional system was designed for educational :-personnel with a

-

high degree of expertise in process training who wish to acquire small group

consulting skills. ,; ~

Main Emphases
. / .

Preparing Educatjional Training Consultants: Consulting uses diagnostic

and Intervention techniques te focﬁs:bn cénsulting in a temporary relationship

with a cliént system. The Preparing Educational Training Consultants: Consulting

graduate should be capable of forming a temporary relati5nship with a small group

“or major subsystem. of an educational organization. The temporary relationship

=~ 1is aimed at helping the client make'brogress toward their goals. 3}t also should

¥

--- help the graduate use skills to improve that part of the organization over a

-

. which he or she has managerial responsibilities. The Preparing Educational
Training Consultants: Consulting gfaduate learns to diagnose the organization's

e . .
problems and to provide_agsistance that-will temporarily add or strengthen such

‘functions as managing, planning and producing. This sytems‘traiﬁs:participants

-

to hélp a group more adequately accomplish its fmmediate goalé.‘

€

"Intents/Contents . .

. The main putpose of a Preparing Edu;ational Tréining Consultaﬁts: Consulting

. »
e 1Y

worksiop is to prepare an educational training consultant to:
Apply diagnostic Qecﬁniques and intervention strategies to
temporarily help' a client system add, or strenthen, a functlon
to realize a.value or attain a goal




.

4

. ) ) N
Diagnose his/her own competencies .and derive an. explicit rationale
for assuming the consultagt role =

. .

Apply phases of planned éhéﬁge in working with a client system
*

Apply a three-dimensional diagnostic matrix to identifying client . ®
needs - ‘e .

*

Apply a three-dimensional intervention matrix to working with the
client syStem to meet a need )

Identify hisjiher own competencies ‘as related to the cells of the
‘two matrices - S

{
Identify his/her own professional growth needs and-goals
Identify his/her own value and ideological base for assuming the

consultant role ) . ’

Activities

A Preparing}éducational Training Consultants: Consulting workshop 1is
. 4

s , . s - s
“divided into three parts, the first consisting of I@reé‘consecutlve ten-hour
- - - ‘-

davs of instruction in basic concepts of consulting. Trainees are introduced

to a variety of concep%ﬁai modéls and schema related to planne& change. These

include models developed by Lewin'(l951) and Lippitt {1958) as well as, ’

. - “ H )
comprehensive diagnostic and intervention models develoged especially for

thi$ instructional system. %he second part is a three-day practicum in

]
’

which trainees engage in a consulting practicum with client systems prearranged

- a . 4
by the workshQp sponsor. The third part -concludes the training with three days

of debriefing, evaluating the consulting practicum and igtegratiﬁg.lzarniiﬁs ]

.

of the workshop. o ’ .

o
¢ - . R
”. .
Provisions forf Use

(4 ’

-

‘A. Format: Three-aﬁrt Workshop

+ . - -
. Part I gives instruction in baslc concepts of consulting
A + o - .

Part II provides a 3-day practicum with client
Part FII intludes debriefimg, eyaluating the practigﬁm, and
integrating learnings of the workshop. '




. L3 s .
.

<
- Bncy - -
. - . .-

B. Personnei.Required: . - . .

@

\ .- -

Two qualig}gd trééners can traip 10-13 participants . *\‘””j
C. Product Components: " . . :
' - ) . .

\ .
Required: 1 set of instructional strategies*per trainer . ¢

1 set pof participant Matérials‘pﬁr participant

- . . ‘\ ‘. c ) L
Optional; Evaluation Report(s): Interim Evaluation Report for
" Prepaging Educational Training Consultants: Consulting
(1976) R Yot
v () i :
“ - L~ .

. Field Test and Outcome Milestone Report Preparing -

‘ l - + Educational Traiming Consultant&: Consulting .(1976)°

NN ’ " Summary of Field Test and Outcome Milestone Report
) for Preparing Educational Training Consulfants -
Consulting (1976) , N <j .
. . N

! D. Other Rescurces:

Client sysfem§ for consulting practicum=--to be artanged by
wotkshop sponsor . ‘ :

" »
Cdssette recorder and tapes

-

. ) \ , . \

Newsprint, felt pens, masking(tap; name tags . Wy
Resource libraryv(approximatély'25 books, as specified in

’ training materials, 1" copy each) . K o

» 4 *

. ‘ . ‘ o
E. Related JProducts: L® : s .

< \ = . ~
\ - 4

. F. Time Span:
This éystem requires 54 houés of training, 21 hours<of individual ’
study and 9 hours of practical experience with thq‘l;ient. * Nine :
M days concentrated tihe is required or three weekg of three "3-day
sessions. . oo e
i ) ) - .
Conditions of Use - ) . - ] . .
) - = : : A -
: Prerequisite®s: Research Utilizing Problem Solving, Interpersonal Communications,

« -
Interpersbnal Infiuence, Preparing Educatioﬁél-Training Consultants: Skills Trafners N 4

. ¢ - T —:, Y

or comparable experiences.

) ®

= - " « b ' LY
~ . [} % “
. o v ~

- “n




| - ‘ ‘ ‘ :
| . » \ A
! * ) = T
‘ Particiotnt > ™ist be pros.at far evéry session of the workshop sdnce
the cLore ses ar: se.f';:nz_‘l and cuTulative. T oo
) . ‘ L. "'
B ' 4 R \
}
< . ' .. K
Cost Rant. ” ) . . ) . \ r Y :
* - - ! ' ’ » - " . v
= Inotr iesion 2l strateogics (117.70) oot
Parei 1:\ giaterials ($14. O) - . .o
i cd ) ’ -
N : - . H ’ *
. Optionmal evaluation reports are available for $5.00 each. -
’ . . ~
. 4 . . .
. : A4
Lo e - ' ‘ ! ’
‘ Adaptability . . ; u .
| A P ~
] - . N . - -
-t ~ )
) Product Availabilitv
r . ' * ] A -
. J Training Hacerials:‘Comercial—Educational Distributing Services { '
) ‘ . P. 0. Box 3711 ’
C . . Portland, 'Oregon 97208 ‘
- g . ¢ )
e. Evaluation Reports: Northwest Rn.f’lﬂ"lal Lducatlorul Laboratory *
, P P # Improving Teaching Co'upetenr:_lt.s Program
. Dr. John Lohman, Program Bdrector
- N . ) ) ' . \‘\
", o, ‘\ ) * ' \\/\ . i
For Additional Information Contact ’ . , ;
M N . ’ Py
Dr. William T. Ward i :
0T Improving Teaching Competencies Program . *
oo~ . Yorthuest Regional Educaticnal Laboratory - . s
N ‘ 710 S.W. Second Avenue ..
Portland, Oregon 9720% ~$ . -
N N v .:’ -
B = . \ [ .
o (503) 248-63868 S . , .. / ) .
- » »
- . \ "
¢ ~ ! - ’
~ ) -
~ * . ) » .
( . o . - D ¥ FaePrP F IKP e >
Yo - ~
— ) . » * v ‘ ’ . ’
‘ * - i -, \ .
- ’ . -
’ - >
{ 1
- ' . Al
. . .
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"Int endeci User-s\

1 ’ :

.

@ D \ . ,L v \
. 'Rene Pino,; Author/ veloper
Ruth E;nory"r.{ Authoi’veloper- 3

- -

! . -
C'narles‘ Jung , Coau_thoﬂDe'veloper

¢ ®p " s

. . 8

-

'

T/

“P2EPART G ”DU“AT:C L TF4 TerG 'COISULT /J‘JTS
r.

4

: A
> Tnsd J\.n the-three-part- Preparlng Equcatlonal Tralnlng Consuktants series, *

Lw
J(*[

*

OE’G.z-:n’VI JATIONAL DEVTLOPMENT

te |

&

’

‘ - PO @

Y

L x
3 . -
’ .

.Thls syr:em has been de31gned for educatlonaJ{ persoanel with 3 high degree

of consultllnskyll who wish tgwacqulre organizatlonal de&elopment training
. L

and consul&mg skills. *

»

o

) )

o~y

B W

~

.

’

..

L1

Main .Emph&ses‘

R

.o . & ' '

’ Preparing Educati;)nal\Tralmng&%sultant,s:
’ ] .
w1t:,h the opportunitv t&‘ acquire the knbwledge skills ~ . -

. R (4

Organizational Development i

L prov1de§ part].ci'varx
.- o,

v

>
s

i L . ,
and sen*tlv/tles need‘ to.,pravlde organlzat'ior?al development training and S

N N
* o

-

consultatlon

\ [4

s 5
‘o schools. It provides tralnlng in helping an educational

- >, 0
.

v organ\lzitlon ﬁshleve strdctur_al and normative change. Its aj_m is to prepare »

-

L cor&rltanvf‘;o help '!’ iient ‘when desired a‘nd fea51ble. These consultants al’so

4 shc?hld be able to help it to- change the k:,mrs of ObJecthes it sets for itself
) Q * * [y
-and to l:‘tlllze new klnds of resoum:es 1n ;ttainmg them. .
4o ~ T .

. ‘ - . . ' [}
M . ’ .. R [ .
N . ! . - o -
a

- x N ‘¢ b

’

The P"r'ep.r'ing Qrgang

‘e

mstructlonaI system pr‘epares parvticipants to become
v

>

»consultants.
/ ']

.

&

.

-

" i ent 2.2 i Al : v
s, I tencs/Cent,ents : 'y . e o e e
. Py V‘ 4 . . ; - ‘ - - L3

. o a

t ional Traiping Consultants

nizufgonal 4Devel‘epme'ept
- . )
anizational Development: (OD)

', »

_As,a result, ,'of tHis ’tra"ining,' corisultants é.'re efpectaa‘t@ be Able to:

. 1. +Identify and'expla~1n the n&aJQr organizat{onal Ae‘?elopment
", " conceptualizatiod and interventjon strategies that Wre

.

a

P

+

- ‘present ed in the Preparing Educational Training'Cpngulfants: - .
co ,‘; Orggnizat w5l. Development inStruc nal system
e - \»} . t‘] d -~ .
. 2 ﬁstabllsh a defmite and uorkable r’elat.g,onshlp and contract with
. v a- c11ent gropp 9 - - : » . . .
“ % . : - . / N
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P e

.
‘ .

/ B .
- s r o . - 4 ®

- ?// - . . . <
’ “i/,x . |‘..

Meet w1th a potential client grouo nd translate this group s

/, . diffictlties into a gspecific piobiem or problems on which the’ -
group wishes to work - ' &
. i Y . . . ¢
’ 4, ~Collect information from the client group so the group's probicm(s)
, may he dlagnosed and Clarlfled . ] o
\. L . .8 . . .

5. Deslgn, provide and assess the effectlvenesl of intervention . .
] ‘a. actiyitiés that allow the client group to exploEe and examine
) ’ ,alternatiye norms, pTocesses,and struyctures.

6. FDeslgn, provide and assess the effectiveness of, 1ntervent10n
, activities that allow the client groeup %o accomplish normative,
i , protedural or structural changes resultin° in increased :
functlonal capabllfky in the organiza®ion . N

7. Achleve'ahSerminal relationsHip with ‘the clignt group by gradual
) withdrawal and by establisfing.structure and ptdcedures ‘to
.+ substitute for the servzces—provided by the consultant‘

: ' il ' -

S .o : . |
. , , —

Waln Act1v1tbes SRR - R .
) . - , {

’ } Duplng training, the Prepazlng Educational Trainlng.Fonsuitgnts

1 4

i P . “ N . /" '
~”' L
¥ Organizational Develoment traipees complete/a preworkshop assignment,

attend workshop meetings, and conduct an opganizational development prOjeo} .
. . oo /o ) A T
* with a predetermined client group. - ///' : P '

J

Prep!Elng Educatlonal Training Coﬁsultantsc Organizationa; Development

" training is spread over a period of eight months? ‘Dyring this time, ‘the

- ‘? +  Preparing Educational Traiping Consultants: ,0rga izatiqnal Develbpmenﬂiy’ .-

< . .

. ) h - .
- trainees complete a -8-day-

v

1nimum of 10 days conducting an prga'nlzation.al develr

meetinga’ and spend a

-

. ment project nitp/a predefermined client group The following chart .outlines

. .o : 'S A,
,

'the timeline for major training evemts.. - b
’ i . v.-«/ , -, . " : ’ [N
7 o - ~ ¢
- 7/ . " . ~a N -
, B . ; e 14 *-. - \ ’.'} . -
o ¥, V4 . - '
Ky i - ’ e
: R P Moath 1 | -~ Month 2 Yonth 3. Monzh 4 T .“onth 3 }i.gn:h ] Manth 7 Month 8°
¢ = = x = .
jrewrokshopl .L.-D.’.v . .3701;/. i ‘J-bay ’ 3-Day . «=Day
: Aiz.gnnemt noTLSNOG Worxshop . dorkshos Worikshop | . Worikshep
[ - :(J; ;a. 1 Meetdnge Yeeting . Heeting’ Maeting Meeting
P Y) - . ’ “ i
iy - , ) -
. N i . . - T
. , < wote: ' There ar¥ approximately 30 to 35 davs between wdrxspog ametings feec 0D project wars
. < with clieXt groups. ! )
> group ) .
, A “ . . . - . [
. ¢ : . . VA -
. ¢ - ;

.
N
»
2]
>

D .‘ . . -
eworkshop assignment attend 17 days of workshgp ,
) o
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V” * . . v
Provisions for.Use v - o ,

- - . ’ - f"
A, Formdt: Workshop '

B. Ptrsonnel Required:s -~ . »
Two qﬁalified trainers per 12-27 participants#(in teams of 2 or 3) °

C. Product Components:

- Ly . ’

Required: 1 set of *5 monographs per trainer - : Nt
: 1 set af participantgmaterials per participant ,
€ - , " 1 copy of the’central ideas book per participan% .

"Optional: PllOt Mllestone Report for Preparing Educaé&onal Training'

Consultants ITI: Organizational Development (1976)
T

" D.” Other Resources:. v

»

- = A
. Name tags, newsprint, felt pens, masking tape ~ - .
E. Related Products: ¢
E. Time Span e -, ’,.__,” N e - -
" Training is spreaa'evéi’a period of eight months. ,%ncluded are:
. 'a 2-day preworkshop_ assignment, 17 days of wofkshOp meetings,.and
.- .at least 10 days spent conducting an OD project. .
_— <
y Lo - .
; . [ M . ] ‘.. f

Conditions,df Use"

- .. ¢ ‘ -? - - . wN - ’ ﬁ

/

’ Prerequisites “ N ! ‘ &

-

€ L4
i) .

S* ..-The following training or comparable experiences are requlreg for >

A
- ‘ “

) ﬁartlclpatlon; Research Utillaing Problem. Solving, Interpersonal Commmunications,

-

Interpersonal Influence, Preparing Educational Training Consdltants I:* Skills

e - . hd 2
- . . ® L)

Trainers, Pfieparing Educational Yraining Conaultanfs II: Consulting, Socfal

R < a < kol < .
= ,' Conflict and Negotative Problem Solving. .

Lad \ ¢ ﬁl«;
.
‘ 1
C SO .o
1 .
- .+ S X -
7 ’ ) . l“ ' , 4
. . w . N +
. — . ]
» ) ey ~ .
d “ - -
R 171
- . g,l
- - ‘81 4 ‘ vy
AN




A

“

¢

st be present for every session of the workshop since
cre sequertial and cusoulative.

Coot Range

& Not vet available.

e d

Adaf)tabi itv ’.o -

i

'

Product Availability'

S—

These training materials are slated for publication in fall of 19?;.

4
" . -
Optional evaluation reports may be sccured from:
- _fWorthwest Regional Educational Laboratory s
, Improving Teaching Compatencies Program
. Dr. John Lohman, Program Director

For Additional Information Contact

3

* Dr. Willism'T. Ward
Imnproving Teaching Coumpetencies Program:
Northwest Regio* Educaticnal Laboratory
710 S.®@. SecondWenue
Portland, Oregon 97204

(503) 248-6868
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Appendix C
REGION I PROPOSAL
NORPORT PUBLIC SCHOOLS _
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PROPOSAL FOR . ' »

. A HUMAN RELATIONS SKILL-DEVELOPMENT . °
PROGRAM FOR STAFF

- OF THE NORPORT PUBLIC SCHOOLS,

“~,

-

-,

«

A PROGRAM TO PROVIDE: , L

‘Preﬁératory skill training for staff prior to pdrticipation

in human relatiens in-service training . ]

[ v
Assistance in development and implementation of staff-
developed human relations building-level programs

Management development in-service training for selected
school personnel

Congultation in organizational self-renewal
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The Norport school Board's enpctment of Boagrd Resolution 1974-14
-~ Y N

. S

- affirms the goal of the Norpoft Ppblic Schools to alter community norms

.

in favor of a multi-ethnic, cultuyrally-integrated gducational expefience

for all children enrolled in the/'Public Schools. -
) T hd -
In support of the general oncepts, proposed by the Board Resolution

the administration of the Norpdrt Public Schools has provided resources
X
to carry out a number of pro'gr‘ams which are suppo*ve of distrtct-wide

desegregation integration efforts. The District’'s staff-development

efforts in support of desegregation/integration encour,age the iqéle—
mentation of varied training experiences which will lead'to the
. improve;ent of skills of existing staff members in areas relatedwto
nhuman relations. _through~the establi;hment of a D;stricf—wide Human
Relations Task Force, specific emphasis is directgd‘toward preparing
P

students, teachers, adminisErators,,parents and community groups to

participate effectively in ‘an open: pluralistic society.

J/i . The In-Service Training Unit of the Human Relations Task Force

currently provides an in-service program designed to acquaint staff

with the diversity of cultural heritages in our society and to foster

acceptance of the right to individual differenece inherent within a W
¥

.

pluralistic community.

Additional District-wide programs provide support and training to
staff in areas of curriculum, instruction, staff assig nt, student
. o . - /

assignment and community involvement. ] /

/
i/

. District personnel are being encouraged to exp riénce’trainibg to
N i .
gain an understanding and appreciation for cultures different from their

own. Administrators are being asked to serve as mode” to promote
: ;o

N .
L5

18¢
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participation of their staff in human relations tgaining,and to demonstrate

.

their concern for mjnority and sex stereotyping by applying sanctions to .

~

negative behaviors exhibited by colleagues aﬁgrstdff. Each member of
the educational team is encouraged to explore the relationsh}p between
]

/

nimself and the society in which he lives.
‘'he traditional notions of a "melting pot' society are being

.

- confronted; the'shift from this'orientatiOn, which assumed a false

security by never looking past the similarities among people, is both
Facing the conflicts inherent 4n valuing;

.

threatening and exciting.
rather than merely tolerating them, suggests that people acquire not

only the skills but also atkitudes that pefmit,thgm’to appreciate the

Ei;)alisti% differences among themselves.

and community to live in a trﬁ%y pluralistic society.
During the past four years the concept of "alternative educational

-

<

experiences” has found acceptance in most educational institutions.

From Windiuidualized'instrucé%on” to "alternative educational programs',

. ) ) E
. » educators seek to tailor learh}ng gxperiences ts the needs and styles
Rl

.

L

of learners.
The applica;ioﬁ of this conept to staff dgvelopment programs not

only- recognizes the concept of pluralism but has the potential for

7
<7? )-broader participation of professional staff. If our intent is to
! stimulate'a change in Lbcal normative values, then it seems imperative
- that programs be implemented whiéh%‘bhilg coordinated and, compatible,

ng‘broadest possible participation of staff.
—————— ’
i R A
4 '
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’.b THEORETICAL CONSTRUCTS RELATING TRAINING TO A HUMAN

. ' RELATIONS RATIONALE

In a discussion p;per, Hierarchial/kgproach to,Human—Relations
3 » .
C +
- Skill Qevelopment s Dr. James Markham charatterized‘som5/9£~the dangers
/ ‘

inherent in selecting one "Human relatioms" program or.approach for
. )

all people. He proposed, in 1lYeu of a, singular approach, a series of
J L .
programs froem wh'ici.selectionﬂs cotild be made. "Each staff dember,"
. E -

he proposes, "would develop with his immediate supervisor an assegsment

. .
4

of his 'human relations' skills and a plan for those areas in which
there are apparent deficiencies and/or~perceived needs."
. Dr. Markham's paper proposes five lévels.of human relations gqkill

development, beginning with an experiential entry level and terminating

- -
with maximum experiential integration.

4 .

.o ~
Employing the hierarchial framework prosposed by Dr. Markham, this

paper proposes a series of programs designed to foster implementation of

, £ .

‘l) a skill-development, human relations program, geared to the needs of
[ .
" most teaching staff, 2) an intensive, in-depth, experiential program

for the preparation of student services specialists and administrators
. C K . {

as primary human relations facilitators, dnd 3) a developmental, ?éhage-
ment4oFiented, in—sérvice program for Selected administrators and student
services pe{soqnel,‘who, with .appropriate trgin}ng, wiil be able to
assist the o‘gpnization increase its cépabilities to meet t%é changing

needs of iearners,dn a multi-ethnic, multi-cultural urban center.
These three program levels correspond respectively to Dr. Markham's
. . ! . °
j !
proposed hierarchial Levels II, III, and IV.

v

)
' B The thrust of Level II training will foctus on maximizing current

District efforts in Human Relations training by providing éntvy-level, .

+ :

- Seg Appendix C g
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huran reiationa S&lll to” staff who have not artici ated‘in the Human
ﬁ |% |%

~ -
. N .
B ’ 1

Relations In-Service. Training Program and by prov1d1ng those who have

participated -in the In-Service Training Pr Pam assistance.in the develop-
- ."‘ . . ’
*  ment and implementation of building-level actien plans. Prioriag for -
3 . . : ' * hd
™" participation, in Level -II activities will be staff from thpse schools .
. . ) o
targeted for desegregation during school vear 1974-75. , °

4 Fl

' -
Level III will give attention to the preparation of traimers/
\ji‘r faciiiiayors responsible for ‘igplementing Levél Ia;programs. This -

- level is -a continplatiomof efforts begun during s¢hool year 1973-74. >

Participants in eLel III training will be drawn primatily from the

rdnxs of studeng serv1ces an& administration; however, some: teaching
personnel'and community representation might be included at this level.

Level IV programs will specialize in the preparation of educational

consultants who are competent to interact not only with an individual

-

school unit but with the larger system and its inherent components as
. ) 7. \ .
] well. A select number of administrators and student services personnel

‘ will participate in Level IV tradining events. Upon completion of
»  trainingsy participants at tnis level will have the capability to assist
’ - .
a the system to asséess its effectiveness and institute procedures to bring

: *

about normative 1nst1tutional éhanges responsive to community needs.

_Following pelow are Dr. Réasby's "hierarchial Levels'" and descrip-

~

tions of proposed skill-development attivities recommended for

h ¢

¢

implementation of_ each level;

Hierarchial Level II
N . Lot een '

"This prdgram‘level corresponds to Gordon's Effectiveness .
N . : ' .
. » . .
g Training Program and Northwest Regional Educational. Labora-
. , 4

)

tory's SkiillDevelopdent*Program, with some modificattons. - .

. ‘ .

Basic.peopbe skills/(interpefsonal and intergroup) would be
\

\)4 . » N

ERIC - 19 e .
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. . s
the primary focus. In addition, problem 1dent1f1catn€2//

and problem solv1ng)skllls, ad pertaln to school and | |
community problems, would be eémphasized. integral : ( .

! ' . ‘ N
part'of ‘the program would be an experiential follow-up s

.
¢

where the participants would be expected to be involved
4

in multi-ethnic, multi-cultural action programs and

. —_— -’, s ?
experiences. After completion'of this lével it would )
be expected that the majority of participants would ’_ . -

*

have minimum cémpetency."

PROPOSED SKIiI'DEVELOPMENT ACTIVITIES

" . -
Participation 4n one # more of the following programs will provide

1

staff opportunity to acquire skill in‘p;bblém idem:ificatio:j problem '

solving, interpersonal aqd intergroup procésses, and communication -

)
~

skills develoqnent: ‘// \\\ ‘ ' )
T \

Researcﬁ CtiliZzing Problem Solvigg,(ao hours)

Participangg will learn to a) identify and diagnose a
their classroom or school building; b) develop
a plan o actlon to amelorlate, minage or change the ident-

idengified ggal is attained. , <

e - ¥
qggersonal Communications (40 hours) . Y

14

Participants will be able to a) identify and use %ive’ ba51t

7 communication skills; b) communicate under pressure; + ‘-

{ ¢) identify one model for effective school buiiding .
communication patterns; and d).demonstrate improved per- _J
ceptual listening and conversational abilities. o ﬁ

) - “i
Intepersonal Influen;e'(&O hours) ' st

* Participants will a) be able to identify fivq basic concepcsi /

¢

about the process of interpersonal influence; b) identify

one's own characteristic style of ,using and responding to

interpersonal influence; c¢) identify four other styles of |

infl ence and d) practice skills of interpersonal 1nfluence
de the workshop setting.

194"
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§roup Process Skills (40 hours)

‘ Participants will be able to a) assess existing and potential
problems within their school; b) 1demtify one or more small
group process skills which they need to tmprove to function
effectivelv in a small group, c) increase thejr experience
wlth these skills by participating in. exercizis chosen by
their trainer and d) integrate their learnings for appll-
cation in thelr asslgned school. '

— -~

Hierarchial Level III

”*his skills development phase is conszdered the entry

level for maximum competency. It should be the level_at

whith all adminiétrators and student services specialists

[}
4

nust be competenE. The primary focus would be in developing

Y

1) Eigh level skills, intergroup awareness, multi-ethnic

and multi-cultural knowledges; 2) advanced problem identi-

fication skills (organiZ®ational needs assessment) 3) entry

level skills in organlzatlonal analysis (development of

—ad e e

B

action/preventive programs, processes and strategies); and
. . .
4y conflict resolution skills. As with previous levels’

: ~
an experiential follow-up phase would be an, integral
component of the program." (' -

/o - \
PROPOSED SKILL DEVELOPMENT ACTIVITIES

’

Participatioﬁ iﬁ Leiel'IiI'ectiGTties would be p%imarily sthdéﬁt’services

1

specialists and administrators. Activities will focus on the preparation

of personnel with capacity to imblemenﬁ school 'level  programs in the

. ~areas of inter-group awareness, problem identification/problem solving,.

¥ A}

organizational analysis, and basic confli resolution sfrategies. In
addition to Level II courses, particiéan n Level III will participate

-in the " following:




5 - g

. Preparing Educational Training Consulwants I (80 hours)

. - - < .* .,l
Pa ticipantsuwill be able to a) apply criteria to ident-

f{catlon of organizational issues,-b) diagnose pkill ]
practice needs,of individtals, c) identify group prioritigs b
for skill practice, d) apply criteria for selecting ski}
practice exercises, €) apply criteria for sequencing skill
practice’ exercies, f) apply guidelines for conducting skill
practlce exercises, and g) evaluate acqulsltlon of skllls

IS A ¢ . -

Rreparing,Educational Training Consultants II (80 hours)

Part1c1pants will a) apply planned change phases in work with

a cliert system, b} apply & three dimensional diagaostic

matrix,to identify client needs (the matrix/ includes cat- =~ .

categorles on dimensions-of 1) Pevel of huE;n systems, .

Z) operational chatadcteristics and 3) funckions) c) apply ’

a three dimensional diagnostic matrix to working with the ) -

client system to meet a need. (the matrik includes categories '

on dimensions of 1) role of the consultant, 2) type of préb .

lem solving and 3) type of interventions) d) identify -

personal competencies as related to cells of the two matrlceg, .

e) identify own professional groWth needs and goals and ’ !

* f) identify own value and 1deolog1cal base for assumidg the ..
consultant role. -

Human Relations "(Task Force) In-Service Workshop (40 hours)

Tne Multi-Ethnic Human Relations In-Service Training S ) <
Program is designed to present affectivé awareness train-~ -
ing to school personnel, students, parents and community
representatives oﬁ the twelve consortia .of the Norport
School District # The particular emphasis of the : ‘
program focalizes on factual knowledge, life experience, '
affective behaviors and attitudes associated with Asian-
American, Black, Chicano, Native American and White
Cultural/Ethnlc groups; with particular attention given °
to the impact of these cross-cultural inter-relationships
on minority and non-minority student.athievements, ° v
expectations apd self-images.

_ . . ’

)

Tn

Hierarchiel Level IV~ . . ) ' N

-

"This level of skill development 1is considered as a reinforcement
vo(

phase of commitment‘ph§§e. It would be expected that people who enter

this pHase\would have Qé&onstratéd by past performance, training and

behaviors that they have maximum competency in all or most of thé

L

following: 1) 'human relations' skills; 2) knowledge of multi-ethnic

and multi-cultural experiences; 3) organizational problem identification

-




v §

~

and problem selving/ 4) fonflict resolution; *5) development of orgapi-

“ €

: , { " e e & -
:®1onal acrion afd mafintenance of progtams. The individual would
- ” ‘ .

select programs/andfexpériences to sharpen or reinforce skills. The

- — = - ’

_ Parpicipation-at this level would igclude only select administrators

-

1]
And structural changes in the organization which maintain improved
, .

functions and which assist the organization decision-making processes

to reépond to social cﬂanges. ‘In addition to Level II & III, partici-
' J}

pants in Level IV will participate ims the following:

Prqparing Educafioﬁal Traiﬁin Consultants III (150 hours) ~

Participants will be ableNto #) diagnose systemic needs of

" the organization, b) diagnose the organization's potential
for increasing its functional capacitigs, c) analyze system
change objectives, requirementgs andetonstraints, d) plan »
systemic change, e) design procedural change, f) design
strugtural change, g) assist changed functional capabilities -

that Jenable the organization to add neg kinds of objectives .

or usé new kinds of resources.

Conflict and Negotiations (40 hours) - .
4 . .

’

Participants will be prepared to a) assist SQudents, teache)s, !
administrators learn to respect and constructively deal with
others even when conflict exists, b) deal constructively with
intrapersonal and face-to-face interpersonal situations, .
« ¢).identify real conflict, as distinguished from falsely .
‘, assumed ones, surface them and deal with them consftructively,
‘and d) develop processes and procedur for maintaining
anizational health and measurimg the effects of organi-
zational change.

1} . o

-~ o-~
A\
b
N\

dent seraicgs specialists. The focus of traihing will be toward & :
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BACKGROUND INFORMATIO®: 1973-74 .

L 4

- . . N

During the preced{n? school year thé Seattle School D‘StrlC;'S

* federally-funded Training Trainers for Intr a/Inter-Group Conflict Resolu-
tLon Yrogram 1nlt13ted a series of training events for student services
ste £, stlected admigistrators, teachers and cowmunlt) tepresentatlves J
¢esigned to prepare- 3%em as educatlonal training consulta ants. During
school )e"r 1973-74, the Conflict Resolutlon Program sponsored 210 hours
tra1n1n9 in systems developed by the, Northwest Regional Edutational'Lab-
oratory. Approxlmately fifty, D’strlct parsonnel completed the 1n1;1al -
tralnm'* sejes and rvo\st of these porsonnel have~ e)«presad desire to‘ -

™~
contlnue training in-Preparing Educational Training Consultants systens,

’

Inltlally the Preparing Educational Training Consultants program! was .
planned for irplemgntatioh over a three-year time span with the bulk of s
training scheduled to occur om weekends and non school dates. However

due to uncertainties of Northwest Regional Eddcational Laboratory funding .
beyond Vovembor 1975, a numbet of program changes are belng cofisidered to
ensvre .that approtlra*ely balf of the District part1c1pants xho completed,

the initial tralnlng‘phase have opportunity ta\complete the remalnlng five~

hundred hours of training which comprises the PETC prohram
' L
, The Preparing Educational Training Consultants training.program ia

) [

sequenced into three components, i.e., Preparing Educational -Training

\
Consultants: Skill faining (PﬁTC—I’, Preparing Educational Training .

i

Consultantg: Consulting '(PETC-II), and Preparing Educational Training

.
’

Consultants: Organiéational'DeVelopment (PETC-III) and Preparing Educa~
- i ‘ > \
tioal Training Consultants: Self-Renewal (PET§ 1v).* Prio"to dissemina- .
L] ’ ! A N
tion of Preparing Edudational Tralning Consultants materials each component

'
’

is thoroughly researched through a series of "field test" and- Vimpact °

3
- . . M .

. a N .
LA \'\:
*Preparing Educational Training Consultants,' Orgahizational Development (PETC-III)
and Preparlng Educational Training Consultants: Self-Renewal (PETC-1IV) were

gombined intd one component--Preparing Educational Tra\nlng Consultants:

Organizational Development (PETC-III). . ' . - 197

203 '
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“studies.” Once materials ha® been‘field'tested and meet specifications esta—:

*

"blished bv the Votthwest Reglonal Educatdona Laboratory they are released for

. tommerc1al dlstrlbﬁtlon T{ognams En the development process are tested Jn

»

identified "field sités: and are @%de.avallablé at ho cost to part1c1pants

.- Ot the three PETC sVSCems, only PETC-1 1s/rommerc1ally avallable Preparing®
gﬁucatlonal Training Consulgfants: Consulting (PETC -IT1) and, Prepaning Educational

- Tra1n1ng ConsuItants Organrzatlonal Development (PETC -III) are in the final .

_stages of "f1eld test' “and 1nstruct10n and materials are ava*lable to identified

X ) 1
field sites w1thbut cost. . . .

Durlno the, preceedlng school .year the Confllct Resolutlon Program 1n1tjated
'-Creparlng Educational Training Consultants' Skllls Tra1n1ng (PETC-1) training
1n the Seattle School District w1th assurances from Northwest Regional Edudatlonal

Laboratory "‘hat Seattle would %e des1gn‘ated a “field test site" for’ Prepar,lng

)

. \
\ Educatlonal Training Consultants: Consulting (PE;C -11) and PrepaTing Ed%ggtlonal, .
h ‘

Training‘Consultants:' Oxganizational Development (PETC III) systems. T

korthwest_RegiSnal Educational Laboratory, in consultatlon w1th_plstr1ct
participanés in.Preparing Educational Training Consultantsi Skills Training

v (PETC~1), has ‘scheduled Preparing Educational Trainin& Consultanfs,/ Consulting

‘ (PETC I&) and Preparing Educational Trainlng Consultants‘ Orga izational :

Development systems for 1mplementat10n in*the Seattle area dur1ng school year
A

e, 197475, - r o« 0 = -
: . lincerfainties regavding contlnucd fupnding of ‘the Narthwest Pebron11 'xuc-

ational Ldboratory beyond ﬁov;mber 30, 1Q23\ has. resulted in oroposeJ schsdullng .
*of some'trainingwevents during the schouleday to ensure completion of training

o " eveats for District personnal within the assured fynding period of the NWREL.

N

Of the thirty- two days’ requlred to complete the Preparing Educational Training

Consultants systems seventeen are proposed for implementation during the school

day with the remaining fifteen scheduled for<heekends .The design of the T,

»a‘ Preparlng Educational Training Consultants program requlres partlcipant T
* ' [
invelvement in systems programs; each level of Preparlng Educatlonal Trainlng e

Consultapts has an assoc1ated practicum “where part1c1pants work with an

\ " idefitified clienf- group in a consultant role. This design,accounts for the
45-day intervals between the - Preparlng Edueatlonal Training Consultants:

. Organlzational.Development (PETC-III) training events. The use of release‘

» .
ttime also providgs opportunity for trainees' o actively-particiéate as*

- 7 L4
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Prosram Operation 1973- 54 . . .
pornel RO ILIOR 2J270% y e . .
- ' ‘In-Dccembcr 1973}~a voluntarv‘plangno commnittee was ermﬂd to q451st '
‘e ’ .

t

i the *mp‘cmantpglon of the PrTC sertes. Thc nine menbﬁrs on this committee

» rrefleer the, oﬂp031t101 of those vho participated in the ilrst 210 noxrs‘pf i
’ g

. foining.r hﬂoloylng\a shar;d dnc1sron namlngfnddel, me Planning Cown1tLee
. provided asblsQance in ‘the follow1n° areas‘ '; . ‘ ;
’ ' ,‘ T : .7 1) comumunications * ‘.. Coe LT -
o vfu ‘ e T 2) scl‘j‘edubing of events . '," - ' o
. : . . :"‘3) participant, selection = . -
-'l . . €. . Z)-registratioﬁ - S ; . . ‘
, .. T 5) eva&uétion‘ : Y ' ) L -
} o o 6) “linkage with degre -granting institutions

te -

" dn collaboratiop vith the "ETC Plapning Commi See, .the [olloving. quotas

:varé nwlf*en:gd in séle ctlnv tho fifey p?tt;ClpaL (5 for PLlC~I: ' ‘43
- . . R PN l) student services- 60? .

. . 2) administration , . 15%. . S ‘

. o ’ P 3) teachers * 157, T ’

o ° . . 4) comrunity - 107 . ‘ .:
. v
N . Tne Petce, I _componeént Was limited to fifty participants; Resegrch“Ltlllz‘ng
. , s

Problem %o;v1ng, Intekperqonai Conw unlcaglons .,and Interpersonal Inrlucncc
the 5ub-conponents of PETC I, were structured’ to accommpda!e séventy-two ‘v

MRS

. _participants, the a551t10nal part1c1pawfs selected on a flrstﬁcome; firsts f

éezv* basis. - : ' - ) , oo ?

.
'

P During June 1074 fq;iy—thfee of thé(fifty candidates, full’illed the}r N

practicum requirgments’ by conducting a serles of Group Pxpcess Sk lls nofﬁvw

% shops Jor approximately one hundred and fifty Dlstrlct and commun1t) persons.
- N ¢ - N - - ~
/ o
» ' ‘ ‘ .
. .
. T YN
. o : . - i
- TN .
N N ' ) . .
..
'- . [ ° s " .
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1. rroflde additional resoarcgs to staff'in the arcas' of group process, p oblem _

. v L 'l." . ] . . .
) r olving, decision making and interpersonal imfluence. ‘ 3
' - pLCparator\.s\lll trawnlng for staff prior to participation in Humah ﬁelations
In-Service®raining e " . .
- assistance to staff in.daevelopmant and implemantation of human rclat101u, build-
e ing-level, agtioa programs
: . - . coordination, follow-up and support for¢Dlstrict efforts, in Hcsegregatlon plana*
. ing and lmplementat101 ' “ , .
. . . . . . ‘ "Q&.u, »
. «
i 4 /' Given scventeen days release time Erom regular a551gn@°nts plus fifteen eekend

days for trainisig in Petc systems, each of the fwenty:one participants selected-
to eoutinue im the program will canduct one forty-hour workship for staff from
thes Seattle Public Schools.in one of the followirg Northwest Regional Educatioa«

al Labo*atory systems: . « . '

: Research L‘tlhuna Probl Solving * ) 40 houfs\/ .
P JInterpersonal Co-ﬂnunxcatm ' ‘% «+Q hours )

Intcrpqt501al Influence —_ - . ~ 40 nours

‘: - Group Process Skills'™ | 40 hours -

- . A N o

-~ ) ) ‘ “. o ' . : - -|
- : Z. foﬁdcvélop a cadre of staff specialists capable of idengifying and implementing
norms and structures that enable the organization to coatinuously mowify {tself

to meet the changing needs of learners and {he changing resources of the system.
fl N i )

. - A T - -
- maﬂavement development ih-service training for selected school persownel
« provide staff opportunity for growth potential that addresses ltself to thc
. present and/or planned needs of the system .
- provide training for staff "for the development of a mylti- cultural/nu1L1~
) cthnic integrated, quality educatioanal program for all students enrolled in
*~  the Seattle "ublic Schools ’ .
- provide consultation to staff in organizational self-reneual B
' A
Civen approximately 500 hoyrs training in PETC systems, tﬁenty-one\school
Cistricr participants will be ab1d tp {(a) apply diagnostic and intervention
strategies in helping a school add or strcngthen . nction needed to attain
) cn Institutional Geal of the Seattle School District, ) will identify five
. personal compentencies to be employed in deriving an exp icit rationale for
assuming a censultant role in a Distritt School- in support of attaining an
‘identified, (c) will write behavioral objectives designed to improve
- learner exp ‘%nces and for contributing actively to 1mproved MBO procedures for
their assigned scheol, (d) help teachers, students, and administrators learn té
respect and coastructively deal with others even when conflict exists, (e) deal
constrdctivély wfth intrapersonal and face to face interpersonel sityations, (N’
* identify real conflicts, as distinguished from falsely assumed ones, surface:them
and deal with the constructively, (g) identify and implement norms and stractures
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; that vnable the organization to continuously mocify itself to mzet the changing
Soeate N t. P ’ y o . . M . '
aegds 2ad ttilize chhnglng resouces, (h) apply diagndstic and intervention-

.
. s - S i s . ;
. ﬁecﬁ?iques‘.o? organizational changes vhich build in.new norms and/or structurcs
to add and maintain functions so that the system will have increased capability
’ to 7:et it own nceds. - . \ h
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assess consultation ™ . 1 - PETC 1 systeoms® and

Inservice Training

Workshop S

tion.” Minimum competency
level for administrators .
. and student ‘services spec-
1alist s, ‘ T -7
| Se

sponsive Lo the nceds
of school personncl®

i .
skills, and \additional. *! ¢, Pogparing Educational demanstrated capabil-
, | training in 'm solv- 1 Training Consultants IT! ity to desinn apd im-
ing/ problem idéntifica- i 7. Human Relations plemant vorkshops re-
4
i
f

— —— e —— e e e —— e e —

. . i
‘laximum competengy in 8. Preparing Educational ' >

Yuman Relations skills, . |- Training Consultants IIT

z 4 ‘
_______ e e e e e e e e

' .
g I ’
< #%'knowlodge of multi-ethnic, 9. Conflict & Negotiations! .

multi-cultural resoardes,:
organizational problem - | e
solving, conflH<t resolu-
tion skills, and develop- ) ,
ment of organizattonal = |. , ,
consultation skills that -{ " '
assist the svstem to in- . .
creake its functional capﬁq
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Lovel ! Jeseription ) i Training Scquence % -8Y 73-74 Pregram § ST 74-75 Progrenm
B -:__4.___.__1._: ________________ S N J—L—————-—-——-—.————‘— ———————— : ——————— —————— l ————————————————————— —hee
P e —ae bl -—-———--—-——-——————-——-,;F-—t—» —————————————————————— e e A e e e e —— e ~
- ! ] ) | ! . ! 7 , .
. e S S e - ! - - ] ' -
““““““““““ e oy T T T I ettt - TTTTTETTTTT TR T
| Basic inLcr/inLra-pcrsopdi } l. Rcscearch Utilizing ' Fifty District, staff [
. fI iqk'lls, problem identifi- | / P?bblcm Solving | received training in
y cation/problem solving and | 2. dpteepersonal Communi- l the implementatcion of | '
. }COmmynication skills. 'This ! “cations. i Level II programs. | o
ils the minimum competency- ! 3. Intérpersoaal Influence! ! ) '
i level for all staff. l. 4. Group Proccss Skills ! b )
________ _;__J‘»._-_.___...-_'.__~_.»._--___-__.-_}-_“'..__1*..__;_____..._._._....-._...-__L_.'._'..‘___.-_-_-_____..___.___ll... — e ————— e
) Izggrgr up\ awarencss, organf §, Pfeparing "ducational Cifey District staff” Twenty-one of the Qistrict
11 iAltionak gnalysis, nceds | ‘Training‘§onsu1Lnnts received trainin? 1in staff vho completed Level

11'training vill be selected
to received Level 111 train-
ing during SY 74-75, ,

e - — —— - —— = = . = = . e GE e ——— e "

Apen to all staff who success-
fully complete Level 111 7
training. A maximum of twenty
one participants may cnroll.
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Aeplicac en 30 74975 f Relationshin * 2 oal Idpl?moqcatién Requirements U'strict Dividends
B Yttt et oottt o el e S
- T -1 o . T : N
—‘:"“-‘j‘ )f’ —- -""--‘T"‘:‘ - T ‘1!“"' - Y\tx\ - ———— A | -
Ytained District staflf 'Preparatorty skill training ror Facility : . Provide trairing in basic inter
. will i@plcmcnt a mini- stalf prior to pircigipation ‘in Materigls  ° intrapersonal $kills for staff
mum of one Level II pro- | Human Relations Jn-Service Traind Participants " | Design learning experignces for
gram per Diserict Consor-| ing Program. Consortia support/éndorscment | st'aff conbistent with District
ia. g - . , « ghals, objectives dnd indetifie
' ' 5 i : needs,

«Each patticipant in Assistance in developmunt and sFive days release for cach iAssistnnce and consTHealdPn for
Preparing Educational Implementation of staff dewvelop- | Pete Il participaic, implementatign of building-leve!
Trainink Consultants ' ed human relatlons, bUllLlng' Identification of cli¢nt gr- human velations action’plans.,

"IT will provide a mini- level action plgns or programs. oups. ' Provide maragement development
waum of nine hours cadnsul- - Management de6elbpmoht in-servicq felease tima for participa- training for selected staff and
Ration to schiool human training for sclected school tion in Human Relatioans In- administratoms. .
relations coamnittee for dnd administrative personnel. Service Program, s
developing a vyilding i Yo o= ©

 level human #elatioas . : -
action plan. ¢ . - B : ’

e e————— Pt - - ; i ——e— e ——t— : . —— - - mncard
Partlclpants in Level ITI|{ Concultation: in organizational Twelve days release ti for [ A cadre of staff competent to ’

~ will provide consultatiod | development. . .each'participant in PE;E ITI- t.assist the organization renew
to an educational unit or . . . “1IRI. ) itself, modify norms and in-
dcpa ‘tment and will assisq - A . : ‘ Ideptification of organiza- ; creasc its functional capabilit
1n ‘the xﬂﬂlcmcntatlonqof . _ ) tional clicnt-groups. ' Assistance 1o implementation. of
a District plan to bring R ' Costs for retrcat facility. | Desegrégation-lntegrat;on plans
© about reform irn the educ31 ' ' ,'.\ ! .
tional vprozran. . I - ’ - ‘ 4 .
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1

. Schedule of Trainimg {\cnt:
“(See Appendix -:) ' ' - '

2. Selection of Trainees
The Preparlng Educational Training ?ohsultants Plannlng Committee, 1n

cooperation with Northwest Rengnal Educational Laboratory senior trainers“

will establlsh selection criteria, identify and recommend elghteew
candidates for contlnuatlon in the Preparlng Educational Training ponsultaéts

prograr. Three candldates have been selected by NWREL for participat;on f
in the Preparing Educational Tralnlng Consultants program. Selection !_
4 \ l !

a

criteria should take into account the following information:
Preparing Educafional Training Consultants)Growth }

Rating Form ' }
Senior*Trainer Re,commendati“ork - ,.- .

- . !

3. Location of Training fvegts ‘ |
’ i !

. equest for use of Pod =3, Rainier Beach High School, for all eventes '{
° L. ’ 4

eNcept the “Yovember 7 - 9 dates hgs been submitted to the Pepartment |
of Business and Plant. The-Con{lict and Negotiations Training “vent ;

|

r

4

!

requires a retreat’ setting and the attached budget wequest include
« B

fusds [or rental of P retreat‘facilxtj for Novewber 7, 8, and uvth

i Pour of the proposed training dates conflict with the lluman Relations
. » ~ - -~
&t .
+ 7ask Force) In-service Tn#&ning Prourams use of-Pod #3; an altutnatc[

;1§}' location ill be sought for use on the confllctlng dates, ! .
¢ . B Jo -t . . -
- - . x> 4 -
s . * . i N

-

4. Trainjnn L2 Desien egnirenents ) ‘
Identification of six client

. Preparing Educatlénal Trainlng Con5ultants IT:,
systﬂps These client systems c0uld be building-level Human Relations
Gommittees developlng action- planslfor implement(tion at’ their assigned

. vt
— BN

¢ & schools.
. ~ - \ )
* ' ]

Q .20& -t 121) . .
ERIC o ) E o

Aruitoxt provided by Eic:
.




. -
« 2 . ~
-
. °

Prepartng Educational Training Consultants III: Admlnlstratlve authoriza-
tion to participate and 1dent1f1.catlon of an organlzatlcnal development

project. (See ‘Appendix B for further detail.) -

¥ ; A} « ) .

3.'§_Enlicatic_\.n_._of Training, to District Human Relations Needs

- \ VacH 'participant in the PETC -prbgrangwho utilizes release-timg ©

fcr training, will, at ne cost to th® Seattle School Ddistrice,

. 4

® part;mpnte in implementing acleast one forty—hour weekend ‘orkshop

-

fo' seattle School District staf‘ in one of ﬁhe folldwing systems: /
2) lesearch Lt1112mg Problem Sclving v . }

p) Interpersonal Co:nmunicatiops ' ’ T
o . ¢) Intcrpersonal Influence ‘ : '
d) Group‘Process ‘Skil‘ls . ' ‘
“ach school 'targeteu for deqegre aéon during 1974475 will be informad . .
of the opportuxut) for implementation of one of the four above ment!Oned
e . s . workshops intheir bu11d_mg or consortiuvm. Selection of a parLchlar
7 \orr\'qgop, ,selecting wo rks"xop dates, enrollmg partlczpants, securing
\ | pace, ctc. shall remain a lodal perogative, Potcntlal workshop facili-
rators anl the program manavar for Con,fhct Pesolutlon will be’ a\zu.labln
® o asgist m 1mplem:nt¢.t1'on of the program. MMaterials wiLl be provided

oy the prograd at no cost-to the individual school or consortiym. WMater-

idls will remain as property Gf the Seattle School*District. -
t ) . - * e
P ‘ L]
e . 6. Crel.r, Quotss ond Participants -

- J'articipation should be purely voluntary. Three District 11;‘4\:5& '

. tredite can be arranged for’ those partzcip;nts who co-npletc a work- ) -

‘ [ lop *ma... The ratio of partl.ClpantS to fac111tarorq should not

‘ ¢ ' © exceed: ’ - , .
. a) Research Utillzing Problem Sor\‘mg 1:1{' . . .

* ° b) Interpersonal Communlcation _ . 1:18
¢) Interpersonal Influenge © Y18

3% + . d) Group Process Skills : 1:12
‘ \ - o - e -

@
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All tim2s are 8:00 a.nm.
" All locations are Pod #3,

FO6

4

»

PREPARING EDUékTIONAL TRAINING CONSULTANTS
TRAINING DATES AND TIMES,

HOOL YEAR 1324-75

. .

to 5:00 p.m. unless otherwise specified

Rainier Beach High School unless otherwise specificd

.
Y

]

o .

Progran Dates Timesw Location--.”
.. * - .
Social Conflict & S ) -
Nerotiative Problem * o
Solving ' Nov 7, 8, 9, _ fetreat facility
(21 persons) Hov,lp . ) )
Preparipng Educational Dec 6, 7, 8 o : ) ) ’
Training Copsulrants II-BDec 11, 12, 13 (Consultation in assigned buildings)
(9 pdrsons)* . Dec 14, 15, 16 < ) -
. , R R . ' .
Preparing Educational Tan 10 N unscheduled
Training Consultants II-AJan 11, 12 Ja ) -
(9 persons) lan 15, 16, 17 : ’ ' \
ian 18, 19, 20 . ‘ v
Preparing Educational Nov 21 . y : «+ 6 - 10 p.m. ' ’
Training Consultants Yov 22 ’ i ufschedyled
TIII-A T Nov 23, 24,.25 ' ’ _ ’
(3 persons) - Jan 17, 18, 19 ' o
- . Mar 7, 8, 9, . L -
Apr 20 ‘ . .
. Apr 21, 22 S - ynscheduled
Jun 5,:6, 7, 8, i
) ‘ ) :
Preparing Educational Feb 21 6 - 10 p.m.
Training Consultants Feb 22, 23, 24, 25 ‘ -
I1I-3 Mar 2, 23, zT :
(18 persons) tay ‘,‘,"/2,[}:) ‘
< , jun 1, 2,3
. Jul 8, 9, 10, 11 i
* . L4 .
Yy
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3
" Deat* John: Y .

" Lab®ratory and Capitol County Public Scheols.

-have been fulfilled.

= \ .
Northwest . { / e '
Regional
Educational o=t
Laboratory 710 S W Second Avenue = Portiand Oregon 97204 » Telephone 1503) 248-8800

- 3 ) ’ B
October 20, 1975 ’ : , \ i
L %""{

Dr. John Martinson

Divisi?ﬁ/gasérintendenn df Schools ’ ] " T /T\\\>
Capitol County Public"SﬁﬁBolsh ' : f '

1118 Forbes Avenue : ' . - A ‘

Capitol City} Iowa S .

‘ - '

I was sorry I was not able to ‘stop in to see you when I was in Capitol

#ity-last summer immediately after the conference at Jackson Hole. The

critical condition and ultimate deéth,of my mother necegsitated a quick
Ghange.of plans, 'in luding cutting short my visit in Capitol. I stopped
by youx office to say "hi" before I left last Friday but you were out in
one of)the schools/ Maybe we can connect the next time I am in town.

! . , ) . -
The purpose of 'this letter is to explore the possibility of extending
the collaborativg relationship between the .Northwest Regional Educational

. b ;,

When we started with the 24 staff members in thé management training
program (which we now refer to as PODS--Providing Organizational Develop-
ment Skills), we did so®with the assumption that the training was relevant
to developing some of the competencies needed by modern line and~B8taff
eddcational managers as well as igternal educational training consultants
and teachers. / . ’

The results to date (from data gathered .by Northwest Regional Educational

" Labvratory and the Office of Staff Development and .Planning and Program

Assessment Office in Capitol City) have been eXtremely positive. OQur
assumptions’'have proved to be accurate and most of our expettations

-

.
4 - )

» v .
Our practice to date in Capitol City has been td provide a sequence of
workshops and then to step back and look at the effeﬁzs on, 1) the -~
individuals receiving the trainidg as well 4s 2) the Work groups and
subsystems in Capitol with which they were working before moving to the
next graep of training activities. I would now like to explore the
possibility of going one more step with you for the mutual benefit of

Capitol County Public Schools and Northwest Regional-Educational Laboratory.

. 210 209




Our work statement wXth the Natiopal Institute of Eduéation asks us té
a) locate a school district interested in making structural, procedural

. or curridular change and interested in having educational training.
consultants to support this effort b) provide Preparing Educational
Training Gonsultants training tor a selected group of district employees;
c¢) provide technical assistance, . consultaticn and support to the tralnees
that will facilitate establishing and institutionallzlng the new role of
tralnlng consultants; and d) document and evaluate the events ‘that occur
as trainees are selected, trained and work with their client groups. .

-

"I have discussed the working relationship Capitol County Public Schools and - *
Northwest Regiondl Educational Laboratory has established with the Executive
Director and others at the National Institute of Education. Needless to
"say, they are impressed with this kind of collaborative effort between a

« successful regional laﬁsratory :gd'a forward-thinking, large, suburban schopl

h district. o < .
3 ok, -

4

4

We at the Vorthwest Regional Educational Laboratory would like to invite
Capitol County School District-to partic1pate with us in carrying out the

scope of work requested of us by the National Institute of Education for
1975-76.

-y

+Specifically, we would like to conduct Preparing>Educational Trdining- -
Consultants III: Oreanizational Development, in Capitol County Public
\ ) Schools early in 1976 (February) for 18 to 22 people who are réady for
the training and desired by Capitol County Public Schools. tor
In order for us to carry out the above, three conditions would need to
be met. ’ .
| 1. Cgpitol County School District would need to provide a statement
ipdicating an interest in legitimizing fhe role of Educational
\Tﬁaining Consultant; . ’
2. Capitol- County School District would need to provide financial .
support to help cover the costs for the 11 or 12 trips to Capitol
' . . City for three people to provide the training and support for the
trainees as they acquire new skills, absume different roles and
provide training and consultation for various bgroups in the
. district; .
3. Northwest Regional Educational Laboratery would need to provide
Preparing Educational Training Consultants III: Organizational
Development training for 18 to 22 people foraCapltol County School
Districe. )
In responding to condition one above, it seems to me you could answer in
‘one of three ways. You cquld say: \
1. You-have sufficient evidence to justify eézhblishing the role
of educational training consultant immediately (this would
necessitate making certain structural changes which I will be

happy .to discuss with you), or . - -~

o . 21p . : o -
P A 21
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2.. You think it would be good~for Cap1toi Coumty Eubi}h Schools .
'S , _to create thlserole°and waff, to move in that dirkction et
del1berately and intentionally, but not make theostructural

changes required fq§ implementation. at ‘this 'time, or
f ] »

. . t .
3. :You want to use th year to explore t#e notion, of legitimizing
» this*role, 1i. €., to provide Preparing Educatlonal Training X

Consultants III: Organlzatlonal Development training for 18
to 22 people this year, during which time they will carry put
an organizational development project in their own area or
division (1f this makes the most sense) while you critically
examine the activities and outcomes, at the end of which you
will make the decision as to whether or not the e5tablish1ng~
the role of educational training consultant in Capitol County
Public Qcl'rools makes sense.

At the end of the Preparing Educational Training-Consultants III: Organi-

zational Development training, Capitol City Schdols will have: \the

capabilities to provide as much of this ‘training as needed or desired,

by the rest of the staff (teachers, line and staff administrators and

non-certificated personnel). Preparing Educational Traiming Consultants

III: Organizational Development graduates will also be able to provide

continuous oonsultaticn for any part of the school system on demand.

Ruth Emory, René Pino and I would like to meet with you ,and other members
of your staff you feel need to be involved, on or’ before Friday, October
31 to discuss these alternatives, ‘how we propose to be accountable to -
vou and hopefully provide any additional information needed- to enable

us to reach an agreement to prov1de Preparing EducationaI-Training
Consultants III Organizational Development training in Capitol City )
early in 1976. . .

The three attachments provide additional 1nformation to hhlp you see
the potential power of “having the kinds of resources this program can
provide for Capitol.

P

I have discussed this proposal with Harry Neal Bob Bush Frank Remmis,\\lfﬁx

and Jack Hanlon. * I have also held informal ddscussions with Tom Weld,
Helen David, Harvey Green and Lihds Hartman regarding the value of the
PODS program for Cap1tol County School District. Their reaction was
extremely positive. Conducting Preparing Educational Training Consultants*
III: Organizational Development in Capitol between February and October
1976 with existing funds appears to.be possible, desirablevand "feasible.

If I can provide you with any additional information regarding anything
includ in this letter or the attachments, please do nbt hes1tate to

call me. I look forward to seeing you again soon. - .

'Sincerely,

William T. Ward, Coordinator cc: Ed Hamilton .
Office of Field Relations and Jack Hanlon '

Dissemination _ Tom Weld ‘

Inproving Teaching Competencies . ’

-Program ) L . 211"
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